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ABSTRACT
SITUATIONAL LEADERSHIP: Some Aspects of Its
Influence on Organizational Development
(December 1975)
Paul Hersey, B.S., Seton Hall University
M.B.A., University of Chicago
Directed by: Dr. Kenneth H. Blanchard
The purpose of this dissertation was two-fold in
nature. First of all, it was to present the evolution and
status of Situational Leadership Theory— an applied be-
havioral science theory developed by the author to help
practicing managers and administrators determine what leader-
ship style is appropriate at what time. This theory is an
outgrowth of earlier leadership models that were based
on two kinds of behavior central to the concept of leader-
ship style: task behavior and relationship behavior. Sit-
uational Leadership Theory (formerly known as Life Cycle
Theory of Leadership) is based upon an interplay between
(1) the amount of direction (task behavior) a leader gives,
(2) the amount of socio-emotional support (relationship
behavior) a leader provides, and (3) the "maturity" level
that followers exhibit on a specific task.
vi
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The second purpose of this dissertation was to at-
tempt to show how Situational Leadership Theory can be used
in a practical sense by managers to help develop their people
(human resources) in on-going organizations. This was done
through specific practical examples of the use of Situational
Leadership Theory and the presentation and interpretation of
the Leader Effectiveness and Adaptability Description (LEAD)
—
an instrument developed by the author and colleagues for use
in training practitioners in Situational Leadership Theory.
This instrument measures (a) leadership style, (b) style
range, and (c) style adaptability.
Thus
,
this was not an experimental or research
dissertation. Instead it combined an historical and theoret-
ical presentation with some practical applications. In
essence, this dissertation represents as complete a statement
as is available of the most significant work that this
author has done or contributed to the field of organizational
development and applied behavioral science during his over
twenty years of experience as a trainer, consultant and
teacher of managers in hundreds of business, educational,
military and political organizations.
Since the purpose of this dissertation was two-fold,
it consisted of several aspects: (1) a review of the histor-
ical development of a situational approach to leadership
from the scientific management movement of the early
1900'
s
through the most recent applied behavioral science theory
and research (Chapter II); (2) a detailed explanation
of
viii
Situational Leadership Theory (Chapter III)
; (3) an exten-
sive discussion of how Situational Leadership Theory can
be used by practitioners in their efforts to develop their
human resources (Chapter IV)
; (4) an opportunity for the
reader to complete the LEAD Instrument and receive feedback
on what his or her score means in terms of Situational
Leadership Theory and specific training needs (Chapter V)
;
(5) recommendations for research to test both the applic-
ability and use of Situational Leadership Theory and the
LEAD Instrument in the "real world" (Chapter VI)
.
ix
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CHAPTER I
INTRODUCTION
Background
In the dynamic society in which today's organiza-
tions exist, the question of whether change will occur is no
longer relevant. As Warren G. Bennis observes:
Change is the biggest story in the world today, and
we are not coping with it adequately; change in the
size of and movement of people; change in the nature,
location, and availability of jobs; changing rela-
tions between whites and blacks, between students
and professors, between workers and employers, between
generations, and violent change at that; violent
change in the cities; change in relations between
village and town, town and city, city and nation, and,
of course, change in the relations between the empires
that are falling and the empires that are rising.
The Role of Management in
Coping With Change
All our organizations, whether they are businesses,
educational institutions, hopsitals, military units, poli-
tical agencies, or even families have been very susceptible
to these changing times. The fact that these many changes
have occureed in such a short period of time has placed
tremendous pressure on the management of every kind of
enterprise . "Change is the greatest threat to the survival
of an organism or organization, and organizational survival
1
2is a primary responsibility of management
. Thus the major
issue confronting managers today is how to cope with the
inevitable barrage of changes which they face daily in at-
tempting to keep their organizations viable and current.
If they are to be effective in this process, managers can
no longer be content to let change occur as it will; they
must be able to develop strategies to plan, influence and
have an impact on the nature of change. Yet, how can man-
agers do all these things when the times seem to suggest
that, on all fronts, respect for centralized power and
authority is waning? This is a question which many observ-
ers and theorists of management seem to ignore when laying
the responsibility for initiating and dealing with change
solely on the shoulders of management . Yet unless we
answer this question and take into account the leader's
power to bring about change, an organization's ability to
adapt to its changing environment can be impaired.
Reasons for Loss of Management Power
Currently, with advancing technology in so many
organizations, managers are often not knowledgeable enough
in their field to closely direct , control and supervise
the highly educated specialists who report to them. This
fact has resulted in a greater sharing of power between
managers and their subordinates . The same phenomenon has
resulted from changes in the expectations of people about
their own importance and their willingness to work in an
environment which does not satisfy their own needs.
3Today, in general, more and more people enjoy a
higher standard of living and better education than ever
before. Consistent with these changes, a large majority
of our population, in Abraham Maslow's terms
,
3 now has its
basic physiological and safety-security needs fairly well
satisfied. The union movement, labor laws and extensive
aid from government programs such as welfare and unemploy-
ment insurance have had a tremendous influence on satisfying
many of these lower level needs
. Management can no longer
direct its energies at satisfying these needs as the primary
motivating factors which influence people at work. Many
people now seem to be susceptible to motivation from other
needs: people want to belong, be recognized as "somebody,"
and have a chance to develop to their fullest potential on
the job (Maslow's social, esteem and self-actualization
needs) . Since the management of organizations has been slow
to recognize these changes, employees have begun to strive
to obtain their own power and influence by joining together.
They have found through collective power that they can
"influence up."
Large groups of people who formerly trod cheir docile
round of tasks now stir restlessly or protest ri-
otously. The letter carriers kick up their heels.
The teacherswho teach our children obedience to the
rules (among other things) disobediently picket the
schools. That was supposed to be against the law.
On many high school and college campuses, students
flout established authority. The managers of edu-
cation can scarcely take daily attendance . 4
All these new emerging collective groups as well as
more traditional labor unions, are no longer fighting for
4only wages, job security, and good working conditions but
are now interested in striving to obtain recognition,
participation and "meaningful work" for as many people as
possible. And yet most of the human organizations which
effect our lives today seem to be blind to need satisfac-
tion in these areas.
Integration of Goals in
Organizations 5
According to Douglas McGregor
,
6 a true "integration
of goals occurs when individuals and groups perceive their
own goals as being satisfied by the accomplishment of or-
ganizational goals. In the past if individual or group
goals seemed to be different than organizational goals, at-
tempts were made to bring these divergent goals back in line
with organizational goals. Today, with a general increase
in the power of subordinates, much of the former power
invested in management is being withdrawn from management.
This may mean that any future integration of goals will
necessitate readjustment of organizational goals as well as
shifts in the goals of individuals or subsets within the
system.
Although organizations cannot forget about the con-
cern for output and productivity in terms of organizational
task accomplishment, to be effective in the future, they
must more and more find ways to contribute to societal con-
cerns and the growth and development of individual organi-
zational members. As Richard Beckhard views it, the dilemma
5is "How can we optimally mobilize human resources and energy
to achieve the organization's mission and, at the same time,
maintain a viable, growing organization of people whose
personal needs for self worth, growth, and satisfaction are
significantly met at work ?" 7
An attempted response to this dilemma and the cor-
responding need for change in the way organizations operate
has been the growing field of Organization Development (OD)
.
One of the important concepts in this field is the role of
the change agent or leader. It is this aspect of OD that
will be the focus of this dissertation.
The Purpose
Over the last few decades, practitioners and writers
in the field of leadership and organizational development
have been involved in a search for a "best" style of
leadership which would be successful in most situations.
Yet, the evidence from research clearly indicates that there
is no single all-purpose leadership style . 8 Successful
leaders are those who can adapt their behavior to meet the
demands of their own unique environment. This conclusion
that leadership "all depends on the situation" is not very
helpful to OD practitioners and managers of organizations
who are trying to find some practical value in theory.
Unless there is some way to help practitioners determine
when it is appropriate to behave in what way, the application
of behavioral science theory and research will continue to
be confined to the classroom and laboratory. As a result,
6one of the persistent concerns of the author over the years
has been the development of a conceptual framework which
could help OD practitioners and managers of organizations
make more effective day-to-day decisions on how various
situations should be handled. Situational Leadership
Theory 9 (sometimes referred to as "Life Cycle Theory of
Leadership"), which will be the focus of this dissertation,
is the result of much of the author's work at the Center
for Leadership Studies, Ohio University, Athens.
The purpose of this dissertation is two-fold in
nature. First of all, it will present the evolution and
status of Situational Leadership Theory. Chapter II "Leader
Behavior" and Chapter III "Managing for Organizational
Effectiveness" are devoted to that purpose. Secondly, it
will attempt to show how Situational Leadership Theory can
be used in a practical sense by managers to develop people
everyday in on-going organizations. Chapter IV "Developing
Human Resources" and Chapter V "Personal Feedback and Self-
Development" are devoted to that purpose.
Thus, this will not be an experimental or research
dissertation. Instead it will combine an historical and
theoretical presentation with some practical applications.
In some ways, this may appear to be parts of two disserta-
tions in one. The complete development of Situational
Leadership Theory together with recommendations for future
research could have represented a theoretical dissertation.
7At the same time, the practical application of Situational
Leadership Theory in developing people in organizations
together with the development and use of a training and
self-development instrument like the LEAD (Leader Effective-
ness and Adaptability Description) Instrument could have
been developed into an applied behavioral science disser-
tation.
While having both the development of a theory and
its practical application integrated into one dissertation
might substract from the complete treatment of each, this
decision was made for a specific reason. The author wanted
his dissertation to contain as much as possible of what
he felt was his significant contributions to the field of
organizational development and applied behavioral science
—
the development and application of Situational Leadership
Theory. One without the other, would appear more incomplete
to the author than an extensive treatment of either. As a
result, this dissertation represents as complete a statement
as is available of the most significant work that this author
feels he has done during his twenty years of experience as a
trainer, consultant and teacher of managers in hundreds of
business, educational, military and political organizations.
Since the purpose of this dissertation is two-fold,
it will consist of several aspects: (1) a review of the
historical development of a situational approach to leader-
ship from the scientific management movement of the early
1900's through the most recent applied behavioral science
8theory and research; (2) a detailed explanation of Situa-
tional Leadership Theory; (3) an extensive discussion of how
Situational Leadership Theory can be used by practitioners
in their efforts to develop their human resources; (4) the
presentation of the Leader Effectiveness and Adaptability
Description (LEAD) 10 Instrument developed by the author
and colleagues for use in training practitioners in Situa-
tional Leadership Theory. This instrument measures (a) lead-
er ship style, (b) style range, and (c) style adaptability;
(5) an opportunity for the reader to complete the LEAD and
receive feedback on what his or her score means in terms of
Situational Leadership Theory; (6) recommendations for the
research to test both the applicability and use of Situa-
tional Leadership Theory and the LEAD Instrument in the
"real world."
The Need
The need for a situational theory-base for the
field of Organizational Development is suggested by a number
of writers in the field. As Friedlander and Brown argue:
We believe that OD needs to explore various technol-
ogies, different sorts of change agent-client rela-
tionships, and alternative values currently emerging
in our society. OD needs a framework to encompass
this diversity that would encompass different values,
different relationships contingent on different planned
outcomes of intervention. 11
French and Bell contend that they have no quarrel
with the love-trust, collaborative models typically used
in OD interventions but rather
9are app ealing for the development of additionalperhaps, contingency, models. ... It may be
that with the development of new and different
models that come to grips with the issue of powerm organizations or that treat power in different
ways, OD as practiced today will require modifi-
cation
.
1 2
Magnusen highlights the need for a situational ap-
proach by indicating how theoretical development has lagged
behind empirical research as evidenced by the
seemingly- contradictory propositions for managerial
action which abound in the literature. As examples:
task specialization (and job enrichment) increases
productivity, bureaucratic (and non-bureaucratic)
structures maximize work coordination, monetary
(and self-actualization) needs increase motivation,
and stability (and conflict) promotes organizational
effectiveness
.
1
3
Definitions of Terms
Leadership . --The process of influencing the activi-
ties of an individual or a group in efforts toward goal
achievement in a given situation. From this definition of
leadership, it follows that the leadership process is a
function of the leader, the follower
,
and other situational
variables--L = f(l 3 f3 s).
Organizational Development . - -The applied behavioral
science field interested in planned change— any effort to
increase the overall effectiveness of an organization or an
organizational unit.
Situational Leadership Theory . --An applied behavioral
science theory developed by the author to help practitioners
determine what leadership style is appropriate at what time.
This theory is an outgrowth of earlier leadership models
that were based on two kinds of behavior central to the
10
concept of leadership style: task behavior and relationship
behavior. Situational Leadership Tehory is based upon an
interplay between (1) the amount of direction (task behavior)
a leader gives, (2) the amount of socio-emotional support
(relationship behavior) a leader provides, and (3) the "ma-
turity level that followers exhibit on a specific task.
Task Behavior . --The extent to which a leader en-
gages in one-way communication by explaining what each
subordinate is to do as well as when, where and how tasks
are to be accomplished.
Maturity
.
The capacity to set high but obtainable
goals, willingness and ability to take responsibility, and
education and/or experience of an individual or a group.
These variables of maturity should he considered only in
relation to a specific task to be performed. That is to
say, an individual or a group is not mature or immature
in any total sense. People tend to have varying degrees of
maturity depending on the specific task, function, or ob-
jective that a leader is attempting to accomplish through
their efforts.
The Significance
While the recognition of the need for a situational
approach to leadership and organizational development seems
to be growing, there is some skepticism about whether the
behavioral sciences are presently prepared to provide such
a framework. For example, Seashore and Bowers, after a
11
follow-up assessment four and one-half years after their
classic successful "management by participation" interven-
tion into the Weldon Company which indicated that the
company was still progressing toward organizational effec-
tiveness, revealed "We confess a brief regret that there
was not the opposite outcome, for we are rather better
equipped with ideas about organizational stability and
regression than we are with ideas about organizational change
and continuing development ." 14
Chris Argyris, who recognizes the need for situa-
tional approaches and has been working on the development of
such frameworks, is not satisfied with the present "state
of the art." He contends that the behavioral scientists
have not generated the systematic theory nor the
empirically tested knowledge that would help the
line executive and the organizational development
professional to be more effective. . . . Because
of the paucity of research, the education available
to an executive ... is less than that available
to someone who wants to be a Junior Red Cross
lifesaver. The follow-up help available after one
goes through the admittedly primitive educational
experiences, is scarce, generally not of high
quality, and too often undependable. Finally,
we consultants who are available differ greatly
in our competence, but are remarkedly alike in
the wide areas of common ignorance about effec-
tive organizational change and design . 15
Margulies and Raia agree with that kind of analysis.
Professional practice is generally based upon a
specialized body of knowledge and technique de-
rived from cumulative research. In this regard
OD still has a long way to go. Perhaps the first
step should be the reconciliation and integration
of existing theories and approaches into a mean-
ingful conceptual scheme . 15
12
In the past, all the theories, concepts and empiri-
cal research in the field of organizational development and
applied behavioral sciences have been like colored threads
floating in the air; each thread being unique to itself.
The significance of Situational Leadership Theory is that
it is an attempt to take these independent viewpoints and
weave them into a fabric that can increase the usefulness
of each for practitioners in the field.
Limitations
Certain limitations of this dissertation were recog-
nizable from the beginning. First of all, this is not an
experimental or research dissertation. As stated earlier,
this dissertation combines theory and practice into one
manuscript in a way that might have limited the depth of
treatment of each. Secondly, Situational Leadership Theory,
while seemingly to have considerable "face" validity in
terms of practitioners saying that it does give them some
helpful handles to determine what they should do in what
situations, has not been empirically tested to any great
extent. Thus, at this stage of its development, Situational
Leadership is only a theory. Thirdly, the LEAD Instrument
was developed for training purposes. As a questionnaire it
has not been tested for reliability and construct validity.
This limits the author's ability to generalize, in an em-
pirical sense, about any data generated from the instrument.
13
Organization of the Dissertation
Chapter I includes background, purpose, need, defi-
nition of terms, significance, limitations and outline of
the dissertation.
Chapter II traces the development of a situational
approach to leadership from the scientific management move-
ment of the early 1900 's through the most recent applied
behavioral science theory and research. This chapter also
provides an opportunity for the reader to complete the
Leader Effectiveness and Adaptability Description (Lead-Self).
This instrument is presented in Chapter II rather than in a
later chapter so the reader will have a chance to complete
the LEAD before being exposed to Situational Leadership Theory.
Since the LEAD is based on this theory, knowledge of Situa-
tional Leadership Theory might influence the responses of
the reader and thus distort his or her self-perception of
style, style range and adaptability. Chapter V, "Personal
Feedback and Self-Development" will have more meaning if
readers respond to the LEAD in terms of how they think they
behave rather than how they think they should behave.
Chapter III develops a Situational Leadership Theory
as a diagnostic model which can be useful to practitioners
in any organizational setting. It is this theory, Situational
Leadership Theory (sometimes called Life Cycle Theory of
Leadership), which is the most significant contribution of
the author to the field of Organizational Development and
applied behavioral science.
14
Chapter IV begins the application aspect of Situa-
tional Leadership Theory. It introduces two cycles for
changing individuals and groups : the developmental cycle
and the regressive cycle. These cycles are an outgrowth of
Situational Leadership Theory and may be helpful to practic-
ing managers in their efforts to develop human resources.
As part of this process, the chapter will examine the role
of behavior modification, contingency contracting and con-
tracting for leadership style in the growth and development
process
.
Chapter V provides personal feedback for the reader
on the LEAD Instrument and then integrates that data with
LEAD Style Profiles which the author has generated from an
instrumentation sample of over 20,000 and an interview sample
of over 500.
Chapter VI summarizes the Situational Leadership
Theory, discusses the implication of this theory for OD
practitioners and managers and recommends research to fur-
ther test the applicability and use of Situational Leadership
Theory and the LEAD Instrument in the "real world."
15
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CHAPTER II
LEADER BEHAVIOR
The successful organization has one major attribute
that sets it apart from unsuccessful organizations : dynamic
and effective leadership. Peter F. Drucker points out that
managers (business leaders) are the basic and scarcest re-
source of any business enterprise. 1 Statistics from recent
years make this point more evident: "Of every 100 new
business establishments started, approximately 50, or one
half go out of business within two years. By the end of
five years, only one third of the original 100 will still
be in business." 2 Most of the failures can be attributed
to ineffective leadership.
On all sides there is a continual search for persons
who have the necessary ability to enable them to lead ef-
fectively. This shortage of effective leadership is not
confined to business but is evident in the lack of able
administrators in government, education, foundations,
churches, and every other form of organization. Thus, when
we decry the scarcity of leadership talent in our society,
we are not talking about a lack of people to fill adminis-
trative "bodies." What we are agonizing over is a scarcity
of people who are willing to assume significant leadership
roles in our society and can get the job done effectively.
17
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Leadership Defined
According to George R. Terry, "Leadership is the
activity of influencing people to strive willingly for group
objectives ." 3 Robert Tannenbaum, Irving R. Weschler, and
Fred Massarik define leadership as "interpersonal influence
exercised in a situation and directed, through the communi-
cation process, toward the attainment of a specialized goal
or goals. ^ Harold Koontz and Cyril O'Donnell state that
"leadership is influencing people to follow in the achieve-
ment of a common goal ." 5
A review of other writers reveals that most manage-
ment writers agree that leadership is the process of in-
fluencing the activities of an individual or a group in
efforts toward goal achievement in a given situation . From
this definition of leadership, it follows that the leadership
process is a function of the leader, the follower, and other
situational variables—L= f(l 3 f»s).
It is important to note that this definition makes no
mention of any particular type of organization. In any
situation where someone is trying to influence the behavior
of another individual or group, leadership is occurring.
Thus, everyone attempts leadership at one time or another,
whether his or her activities are centered around a business,
educational institution, hospital, political organization or
family.
If you are interested in getting some personal feed-
back on your own leadership style, we suggest that, after
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reading the directions below, you respond to the twelve
items that follow before reading any further about leader-
ship theory. These items comprise the Leader Effectiveness
and Adaptability Description (LEAD), 6 an instrument that was
developed at the Center for Leadership Studies, Ohio Univer-
sity and is now being used in many of the environments men-
tioned above. While it is important to study theory, con-
cepts and results of empirical studies, it is just as impor-
tant to see how your behavior fits into some of the concepts
and models that have been developed for understanding
behavioral science theory. The self-data generated from
the LEAD instrument will provide some of that kind of feed-
back
.
LEADER EFFECTIVENESS AND ADAPTABILITY
DESCRIPTION (LEAD)
Assume YOU are involved in each of the following 12
situations. Read each item carefully. Think about what YOU
would do in each circumstance. Then circle the letter of
the alternative action choice which YOU think would most
closely describe your behavior in the situation presented.
Circle only one choice.
Please do not respond to the items as if it were a
test or quiz or in terms of what you think a leader or mana-
ger ought to do. Respond to the items in terms of the way
you think you have behaved in the past when you were faced
with situations similar to those described or in terms of
the way you think you would behave if you were faced with
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each of the situations described. In reading each situation,
interpret key concepts in terms of the environment or sit-
uation in which you most often think of yourself as assuming
a leadership role. For example, when an item mentions subor-
dinates, if you think that you engage in leader behavior most
often as an industrial manager, then think about your staff
as subordinates. If, however, you think of yourself as assum
ing a leadership role usually as a parent, think about your
children as your subordinates. As a teacher, think about
your students as subordinates. Do not change your situa-
tional frame of reference from one item to another. Separate
LEAD instruments may be used to examine your leader behavior
in as many different settings as you think helpful.
Respond to the items sequentially; that is, do
item 1 before you do item 2, etc. Do not spend too much
time; respond to each item as if you were responding to a
real life situation. Do not go back over each; go with your
original response.
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LEAD QUESTIONNAIRE
SITUATION
1. Your subordinates are not re-
sponding lately to your friendly
conversation and obvious concern
for their welfare. Their per-
formance is declining rapidly.
ALTERNATIVE ACTIONS
A. Emphasize the use of uniform pro-
cedures and the necessity for task
accomplishment.
B. Make yourself available for dis-
cussion but don't push your in-
volvement.
C. Talk with subordinates and then
set goals.
D. Intentionally do not intervene.
2. The observable performance of A. Engage in friendly interaction.
your group is increasing. You but continue to make sure that
have been making sure that all all members are aware of their
members were aware of their responsibilities and expected
responsibilities and expected standards of performance.
standards of performance. B. Take no definite action.
C. Do what you can to make the group
feel important and involved.
D. Emphasize the importance of dead-
lines and tasks.
3. Members of your group are unable A. Work with the group and together
to solve a problem themselves. engage in problem-solving.
You have normally left them B. Let the group work it out.
alone. Group performance and C. Act quickly and firmly to correct
interpersonal relations have and redirect.
been good. D. Encourage group to work on prob-
lem and be supportive of their
efforts.
4. You are considering a major A. Allow group involvement in devel-
change. Your subordinates have oping the change, but don't be
a fine record of accomplish- too directive.
ment. They respect the need B. Announce changes and then imple-
for change. ment with close supervision.
C. Allow group to formulate its own
direction.
D. Incorporate group recommendations,
but you direct the change.
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SITUATION
5. The performance of your group
has been dropping during the
last few months. Members have
been unconcerned with meeting
objectives. Redefining roles
and responsibilities has helped
in the past. They have continu-
ally needed reminding to have
their tasks done on time.
ALTERNATIVE ACTION
A. Allow group to formulate its own
directions
.
B. Incorporate group recommendations,
but see that objectives are met.
C. Redefine roles and responsibili-
ties and supervise carefully.
D. Allow group involvement in deter-
mining roles and responsibilities
but don't be too directive.
6. You stepped into an efficiently A. Do what you can to make group
run organization. The previous feel important and involved.
administrator tightly control- B. Emphasize the importance of dead-
led the situation. You want to lines and tasks.
maintain a productive situation, C. Intentionally do not intervene.
but would like to begin humaniz- D. Get group involved in decision-
ing the environment
.
making, but see that objectives
are met.
7 . You are considering changing A. Define the change and supervise
to a structure that will be carefully.
new to your group. Members B. Participate with the group in
of the group have made sugges- developing the change but allow
tions about needed change. members to organize the imple-
The group has been productive mentation.
and demonstrated flexibility C. Be willing to make changes as
in its operations. recommended, but maintain control
of implementation.
D. Avoid confrontation; leave things
alone.
8. Group performance and inter- A. Leave the group alone.
personal relations are good. B. Discuss the situation with the
You feel somewhat unsure about group and then you initiate
your lack of direction of the necessary changes.
group. C. Take steps to direct subordinates
toward working in a well-defined
manner
.
D. Be supportive in discussing the
situation with the group but not
too directive.
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SITUATION
9. Your superior has appointed
you to head a task force that
is far overdue in making re-
quested recommendations for
change. The group is not
clear on its goals. Atten-
dance at sessions has been
poor. Their meetings have
turned into social gatherings.
Potentially they have the
talent necessary to help.
ALTERNATIVE ACTIONS
A. Let the group work out its prob-
lems.
B. Incorporate group recommendations,
but see that objectives are met.
C. Redefine goals and supervise care-
fully.
D. Allow group involvement in setting
goals, but don’t push.
10. Your subordinates, usually
able to take responsibility,
are not responding to your
recent redefining of stand-
ards.
A. Allow group involvement in rede-
fining standards, but don’t take
control.
B. Redefine standards and supervise
carefully.
C. Avoid confrontation by not apply-
ing pressure; leave situation
alone.
D. Incorporate group recommendations,
but see that new standards are met.
11. You have been promoted to a
new position. The previous
supervisor was uninvolved in
the affairs of the group. The
group has adequately handled
its tasks and directions.
Group inter-relations are good.
A. Take steps to direct subordinates
toward working in a well-defined
manner
.
B. Involve subordinates in decision-
making and reinforce good contri-
butions .
C. Discuss past performance with
group and then you examine the
need for new practices.
D. Continue to leave group alone.
12. Recent information indicates
some internal difficulties
among subordinates. The group
has a remarkable record of ac-
complishment. Members have
effectively maintained long-
range goals. They have worked
in harmony for the past year.
All are well qualified for the
task.
A. Try out your solution with sub-
ordinates and examine the need
for new practices.
B. Allow group members to work it out
themselves.
C. Act quickly and firmly to correct
and redirect.
D. Participate in problem discussion
while providing support for sub-
ordinates .
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You have just completed the LEAD-Self
. This instru-
ment was developed to help you gain some insight into self
perception of your leader behavior. Throughout the remainder
of this chapter on "Leader Behavior" and Chapters 3-4, you
will be given theoretical frameworks that will help you
understand and interpret your responses to the LEAD-Self.
Thus, we feel it is important for you to read those chapters
before you score and profile your own LEAD data in Chapter 5.
In that chapter on "Personal Feedback and Self-Development"
you will also be given an opportunity to receive feedback
on what your LEAD data means and what implications this
may have for self-development.
TRAIT VERSUS SITUATIONAL APPROACH
TO THE STUDY OF LEADERSHIP
For many years the most common approach to the study
of leadership concentrated on leadership traits per se, sug-
gesting that there were certain characteristics, such as
physical energy or friendliness, that were essential for ef-
fective leadership. These inherent personal qualities, like
intelligence, were felt to be transferable from one situation
to another. Since all individuals did not have these quali-
ties, only those who had them would be considered to be
potential leaders. Consequently this approach seemed to
question the value of training individuals to assume leader-
ship positions. It implied that if we could discover how to
identify and measure these leadership qualities (which are
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inborn in the individual)
,
we should be able to screen
leaders from non- leaders. Leadership training would then be
helpful only to those with inherent leadership traits.
A review of the research literature using this trait
approach to leadership has revealed few significant or con-
sistent findings
.
7 As Eugene E. Jennings concluded, "Fifty
years of study have failed to produce one personality trait
or set of qualities that can be used to discriminate leaders
and non-leaders ." 8 Empirical studies suggest that leader-
ship is a dynamic process, varying from situation to
situation with changes in leaders, followers, and situations.
Current literature seems to support this situational or
leader behavior approach to the study of leadership
.
9
The focus in the situational approach to leadership
is on observed behavior, not on any hypothetical inborn or
acquired ability or potential for leadership. The emphasis
is on the behavior of leaders and their group members (fol-
lowers) and various situations. With this emphasis upon
behavior and environment, more encouragement is given to the
possibility of training individuals in adapting styles of
leader behavior to varying situations. Therefore it is be-
lieved that most people can increase their effectiveness in
leadership roles through education, training, and development.
From observations of the frequency (or infrequency) of certain
leader behavior in numerous types of situations, theoretical
models can be developed to help leaders make some predictions
about the most appropriate leader behavior for their present
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situation. For these reasons, in this chapter we will talk
m terms of leader behavior rather than leadership traits,
thus emphasizing the situational approach to leadership.
LEADERSHIP PROCESS
We have defined leadership as the process of in-
fluencing the activities of an individual or a group in
efforts toward goal achievement in a given situation. In
essence, leadership involves accomplishing goals with and
through people. Therefore, a leader must be concerned
about tasks and human relationships. Although using dif-
ferent terminology, Chester I. Barnard identified these
same leadership concerns in his classic work, The Functions
of the Executive
,
in the late 1930s. 10 These leadership
concerns seem to be a reflection of two of the earliest
schools of thought in organizational theory— scientific
management and human relations.
Scientific Management Movement
In the early 1900s one of the most widely read
theorists on administration was Frederick Winslow Taylor.
The basis for his scientific management was technological
in nature. It was felt that the best way to increase out-
put was to improve the techniques or methods used by workers.
Consequently, he has been interpreted as considering people
as instruments or machines to be manipulated by their lead-
ers. Accepting this assumption, other theorists of the
scientific management movement proposed that an organization
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as rationally planned and executed as possible be developed
to create more efficiency in administration and consequently
increase production. Management was to be divorced from
human affairs and emotions. The result was that the people
or workers had to adjust to the management and not the
management to the people.
To accomplish this plan, Taylor initiated time and
motion studies to analyze work tasks in order to improve
performance in every aspect of the organization. Once jobs
had been reorganized with efficiency in mind, the economic
self-interest of the workers could be satisfied through
various incentive work plans (piece rates, eta.).
The function of the leader under scientific manage-
ment or classical theory was quite obviously to set up and
enforce performance criteria to meet organizational goals.
The main focus of a leader was on the needs of the organi-
zation and not on the needs of the individual. 11
Human Relations Movement
In the 1920s and early 1930s, the trend initiated
by Taylor was to be replaced at center stage by the human
relations movement. This was initiated by Elton Mayo and
his associates. These theorists argued that in addition to
finding the best technological methods to improve output,
it was beneficial to management to look into human affairs.
It was claimed that the real power centers within an organ-
ization were the interpersonal relations that developed
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within the working unit. The study of these human relations
was the most important consideration for management and the
analysis of organization. The organization was to be devel-
oped around the workers and had to take into consideration
human feelings and attitudes. 12
The function of the leader under human relations
theory was to facilitate cooperative goal attainment among
followers while providing opportunities for their personal
growth and development. The main focus, contrary to
scientific management theory, was on individual needs and
not the needs of the organization.
In essence, then, the scientific management movement
emphasized a concern for task (output)
,
while the human relations
movement stressed a concern for relationships (people) . The
recognition of these two concerns has characterized the
writings on leadership ever since the conflict between the
scientific management and the human relations schools of
thought became apparent.
Author i tarian-Democra tic -Lais se-
Faire Leader Behavior7
-
Past writers have felt that concern for task tends
to be represented by authoritarian leader behavior, while a
concern for relationships is represented by democratic leader
behavior. This feeling was popular because it was generally
agreed that a leader influences his followers by either of
two ways
: (1) he can tell his followers what do do and how
to do it, or (2) he can share his leadership responsibilities
29
with his followers by involving them in the planning and
execution of the task. The former is the traditional author-
itarian style which emphasizes task concerns. The latter is
the more nondirective democratic style which stresses the
concern for human relationships.
The differences in the two styles of leader behavior
are based on the assumptions leaders make about the source
of their power or authority and human nature. The authori-
tarian style of leader behavior is often based on the assump-
tion that the power of leaders is derived from the position they
occupy and that people are innately lazy and unreliable
(Theory X) . The democratic style assumes that the power of
leaders is granted by the group they are to lead and that
people can be basically self-directed and creative at work
if properly motivated (Theory Y)
. As a result, in the
authoritarian style, all policies are determined by the lead-
er, while in the democratic style, policies are open for
group discussion and decision.
There are, of course, a wide variety of styles of
leader behavior between these two extremes. Robert
Tannenbaum and Warren H. Schmidt depicted a broad range of
styles as a continuum moving from authoritarian leader be-
havior at one end to democratic leader behavior at the
other end, 13 as illustrated in Figure 2.1.
Leaders whose behavior is observed to be at the
authoritarian end of the continuum tend to be task-oriented
and use their power to influence their followers, while
Authority
30
(Authoritarian)
Task Oriented
' (Democratic)
Relationship
- Oriented
Use of Authority
by the Leader
Area of Freedom
for Subordinates
1
1
1
Leader
1
f
;
Leader
presents presents
ideas problem.
and gets
invites suggestions.
Leader questions Leader and makes Leader
"sells" presents decision defines
decision tentative limits;
decision asks group
subject to make
to change decision
Leader
permits
subordinates
to function
within limits
defined by
superior
Figure 2.1. Continuum of Leader Behavior.
31
leaders whose behavior appears to be at the democratic end
tend to be group-oriented and thus give their followers
considerable freedom in their work. Often this continuum
is extended beyond democratic leader behavior to include a
laissez-faire style. This style of behavior permits the
members of the group to do whatever they want to do. No
policies or procedures are established. Everyone is let
alone. No one attempts to influence anyone else. As is
evident, this style is not included in the continuum of
leader behavior illustrated in Figure 2.1. This was done
because it was felt that in reality
,
a laissez-faire atmos-
phere represents an absence of formal leadership. The
formal leadership role has been abdicated, and therefore
any leadership that is being exhibited is informal and
emergent
.
The recognition of two leadership styles, one em-
phasizing task and the other stressing relationships, has
been given support in several leadership studies.
Michigan Leadership Studies
In the early studies of the Survey Research Center
at the University of Michigan there was an attempt to ap-
proach the study of leadership by locating clusters of
characteristics that seemed to be related to each other
and various indicators of effectiveness. The studies iden-
tified two concepts which they called employee orientation
and production orientation
.
32
Leaders who are described as employee-oriented stress
the relationships aspect of their job. They feel that every
employee is important and takes interest in everyone, accept-
ing their individuality and personal needs. Production
orientation emphasizes production and the technical aspects
of the job; employees are seen as tools to accomplish the
goals of the organization. These two orientations parallel
the authoritarian (task) and democratic (relationship) con-
cepts of the leader behavior continuum. 14
Group Dynamics Studies
Dorwin Cartwright and Alvin Zander, based on the
findings of numerous studies at the Research Center for
Group Dynamics, claim that group objectives fall into one
of two categories
: (1) the achievement of some specific
group goal, or (2) the maintenance or strengthening of the
group itself. 15
According to Cartwright and Zander, the type of
behavior involved in goal achievement is illustrated by
these examples: The manager ’’initiates action . . . keeps
members’ attention on the goal . . . clarifies the issue
and develops a procedural plan.” 16
On the other hand, characteristic behaviors for
group maintenance are: The manager "keeps interpersonal
relations pleasant . . . arbitrates disputes . . . provides
encouragement . .
.
gives the minority a chance to be heard
.
stimulates self-direction . . . and increases the
interdependence among members." 17
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Goal achievement seems to coincide with the task
concepts discussed earlier (authoritarian and production
orientation)
,
while group maintenance parallels the rela-
tionship concepts (democratic and employee orientation)
.
In recent years
,
research findings indicate that
leadership styles vary considerably from leader to leader.
Some leaders emphasize the task and can be described as
authoritarian leaders, while others stress interpersonal
relationships and may be viewed as democratic leaders.
Still others seem to be both task-oriented and relationship-
oriented. There are even some individuals in leadership
positions who are not concerned about either. No dominant
style appears. Instead various combinations are evident.
Thus, task and relationship are not either/or leadership
styles as the preceding continuum suggests. They are
separate and distinct dimensions that can be plotted on two
separate axes rather than a single continuum.
Ohio State Leadership Studies
The Leadership Studies initiated in 1945 by the
Bureau of Business Research at Ohio State University at-
tempted to identify various dimensions of leader behavior. 18
The staff, defining leadership as the behavior of an in-
dividual when he is directing the activities of a group
toward a goal attainment, eventually narrowed the descrip-
tion of leader behavior to two dimensions: Initiating
Structure and Consideration. Initiating Structure refers
to "the leader's behavior in delineating the relationship
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between himself and members of the work-group and in en-
deavoring to establish well-defined patterns of organization,
channels of communication, and methods of procedure." On
the other hand, Consideration refers to "behavior indicative
friendship
,
mutual turst, respect, and warmth in the
relationship between the leader and the members of his staff ." 19
To gather data about the behavior of leaders, the
Ohio State staff developed the Leader Behavior Description
Questionnaire (LBDQ)
,
an instrument designed to describe
how a leader carries out his activities
.
20 The LBDQ con-
tains fifteen items pertaining to Consideration and an
equal number for Initiating Structure. Respondents judge
the frequency with which their leader engages in each form
of behavior by checking one of five descriptions— always,
often, occasionally, seldom, or never— as it relates to
each particular item of the LBDQ. Thus, Consideration and
Initiating Structure are dimensions of observed behavior as
perceived by others. Examples of items used in the LBDQ
for both these dimensions are given below.
Consideration Initiating Structure
The leader finds time to listen
to group members
The leader assigns group members
to particular tasks
The leader is willing to make
changes
The leader is friendly and
approachable
The leader asks the group members
to follow standard rules and
regulations
The leader lets group members know
what is expected of them
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While the major emphasis in the Ohio State Leader-
ship Studies was on observed behavior, the staff did develop
the Leader Opinion Questionnaire (LOQ) to gather data about
the self-perceptions that leaders have about their own
leadership style. While the LBDQ was completed by a leader'
subordinate (s)
,
superior (s), or associates (peers), the LOQ
was scored by the leader himself.
In studying leader behavior the Ohio State staff
found that Initiating Structure and Consideration were
separate and distinct dimensions. A high score on one
dimension does not necessitate a low score on the other. The
behavior of a leader could be described as any mix of both
dimensions. Thus, it was during these studies that leader
behavior was first plotted on two separate axes rather than
on a single continuum. Four quadrants were developed to
show various combinations of Initiating Structure (task
behavior) and Consideration (relationship behavior)
,
as
illustrated in Figure 2.2.
Managerial Grid
In discussing the Ohio State, Michigan, and Group
Dynamics leadership studies, we have been concentrating on
two theoretical concepts, one emphasizing task accomplish-
ment and the other stressing the development of personal
relationships . Robert R. Blake and Jane S. Mouton have
popularized these concepts in their Managerial Grid and
have used them extensively in organization and management
development programs. 21
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In the Managerial Grid, five different types of
leadership based on concern for production (task) and con-
cern for people (relationship) are located in four quadrants
similar to those identified by the Ohio State studies.
Concern for production is illustrated on the hori-
zontal axis. Production becomes more important to the
leader as his rating advances on the horizontal scale. A
leader with a rating of 9 on the horizontal axis has a
maximum concern for production.
Concern for people is illustrated on the vertical
axis. People become more important to the leader as his
rating progresses up the vertical axis. A leader with a
rating of 9 on the vertical axis has maximum concern for
people
.
The five leadership styles are described as follows
Impoverished— Exertion of minimum effort to get
required work done is appropriate to sustain or-
ganization membership.
Country Club— Thoughtful attention to needs of
people for satisfying relationships leads to a
comfortable friendly organization atmosphere and
work tempo.
Task— Efficiency in operations results from ar-
ranging conditions of work in such a way that
human elements interfere to a minimum degree.
Middle-of-the-Road—Adequate organization perfor-
mance is possible through balancing the necessity
to get out work while maintaining morale of people
at a satisfactory level.
Team—Work accomplishment is from committed people;
interdependence through a "common stake" in organi-
zation purpose leads to relationships of trust and
respect
.
2 2
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In essence, the Managerial Grid has given popular
terminology to five points within the four quadrants of
the Ohio State studies. However, one significant difference
between the two frameworks should be noted. "Concern for"
is a predisposition about something or an attitudinal
dimension. Therefore, the Managerial Grid tends to be an
attitudinal model which measures the predispositions of a
manager, while the Ohio State framework tends to be a be-
h^-^loral model which examines how leader actions are per-
ceived by others. A diagram combining the two frameworks
could be illustrated as shown in Figure 2.4.
IS THERE A BEST STYLE OF LEADERSHIP?
After identifying the two central concerns of any
leadership situation, task and relationship, the researchers
discussed earlier have recognized the potential conflict in
satisfying both concerns. Consequently, an attempt has been
made to find a middle ground which will encompass both con-
cerns. Chester Barnard recognized this fact when he pur-
posely included both concerns as necessary factors for the
survival of an organization. 23
According to Warren G. Bennis, theorists like
Barnard who express concern for both task and relationship
are called "revisionists."
The revisionists are now concerned with external,
economic factors, with productivity, with formal
status, and so on, but not to the exclusion of the
human elements that the traditional theorists so
neglected. So what we are observing now is the
pendulum swinging just a little farther to the mid-
dle from its once extreme position to balance and
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modulate with more refinement in the human organi-
zation requirements
.
2 14
Andrew W. Halpin, using the Leader Behavior Descrip-
tion Questionnaire in a study of school superintendents,
found that the administrators he interviewed had a tendency
to view Consideration and Initiating Structure as either/or
forms of leader behavior. "Some administrators act as if
they were forced to emphasize one form of behavior at the
expense of the other ." 25 Halpin stressed that this conflict
between Initiating Structure and Consideration should not
necessarily exist. He points out that according to his
findings, "effective or desirable leadership behavior is
characterized by high scores on both Initiating Structure
and Consideration. Conversely, ineffective or undesirable
leadership behavior is marked by low scores on both dimen-
sions
.
" 2 6
From these observations, Halpin concludes that a
successful leader "must contribute to both major group ob-
jectives: goal achievement and group maintenance (in
Cartwright and Zander's terms); or in Barnard's terms, he
must facilitate cooperative group action that is both ef-
fective and efficient ." 27 Thus, the Ohio State Leadership
Studies seem to conclude that the high Initiating Structure
and high Consideration style is theoretically the ideal or
"best" leader behavior, while the style low on both dimen-
sions is theoretically the "worst."
The Managerial Grid also implies that the most de-
sirable leader behavior is "team management" (maximum concern
42
for production and people). In fact, Blake and Mouton have
developed training rpograms which attempt to change managers
toward a 9-9 management style. 28
Using the earlier Michigan studies as a starting
place, Rensis Likert did some extensive research to discover
the general pattern of management used by high producing
managers in contrast to that used by the other managers.
He found that "supervisors with the best records of perfor-
mance focus their primary attention on the human aspects of
their subordinates
'
problems and on endeavoring to build
effective work groups with high performance goals." 28
These supervisors were called "employee-centered." Other
supervisors who kept constant pressure on production were
called "job-centered" and were found more often to have
low-producing sections. 30 Figure 2.5 presents the findings
from one study.
Likert also discovered that high-producing super-
visors "make clear to their subordinates what the objectives
are and what needs to be accomplished and then give them
freedom to do the job." 31 Thus, he found that general
rather than close supervision tended to be associated with
high productivity. This relationship, found in a study of
clerical workers, 32 is illustrated in Figure 2.6.
The implication throughout Likert's writings is
that the ideal and most productive leader behavior for in-
dustry is employee-centered or democratic. Yet, his own
findings raise questions as to whether there can be an ideal
or single normatively good style of leader behavior which
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can apply in all leadership situations. As the preceding
figures revealed, one of the eight job-centered supervisors
and one of the nine supervisors using close supervision had
high-producing sections; also three of the nine employee-
centered supervisors and four of the thirteen supervisors
who used general supervision had low-producing sections. In
other words, in almost 35 percent of the low-producing sec-
tions, the suggested ideal type of leader behavior produced
undesirable results and almost 15 percent of the high-producing
sections were supervised by the suggested "undesirable"
style
.
Similar findings and interpretations were made by
Halpin and Winer in a study of the relationship between the
aircraft commander's leadership pattern and the proficiency
rating of his crew. 33 Using the LBDQ, they found that eight
of ten commanders with high proficiency ratings were de-
scribed as using above average Consideration and Initiating
Structure, while six of seven commanders with low ratings
were seen as below average in Consideration and Initiating
Structure. As Likert did, Halpin and Winer reported only
that the leaders above average in both Consideration and
Initiating Structure are likely to be effective and did not
discuss the two high proficiency low Consideration-low
Initiating Structure commanders and the one low-producing
high Initiating Structure-high Consideration commander.
Further evidence suggesting that a single ideal or
normative style of leader behavior is unrealistic was provided
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when a study was done in an industrial setting in Nigeria
.
34
The results were almost the exact opposite of Likert's find-
ings. In that country the tendency was for job-centered
supervisors who provide close supervision to have high-
producing sections, while the low-producing sections tend
to have employee-centered supervisors who provide general
supervision. Thus, a single normative leadership style
does not take into consideration cultural differences,
particularly customs and traditions as well as the level
of education, the standard of living or industrial exper-
ience. These are examples of cultural differences in the
followers and the situation which are important in deter-
mining the appropriate leadership style to be used. There-
fore, based on the definition of leadership process as a
function of the leader, the followers, and other situational
variables, the desire to have a single ideal type of leader
behavior seems unrealistic .
ADAPTIVE LEADER BEHAVIOR
This desire to have an ideal type of leader behavior
is common. Many managers appear to want to be told how to
act. It is also clear from the preceding discussion that
some writers in the field of leadership suggest a normative
style. Most of these writers have supported either an in-
tegrated leadership style (high concern for both task and
relationship) or a permissive, democratic, human relations
approach. These styles might be appropriate in some
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industrial or educational settings, but they also may be inap-
propriate in others. Effective leader behavior in other
institutions, such as the military, hospitals, prisons,
and churches is also dependent on the specific situation
or environment that is uniquely characteristic of each.
Perhaps our formula should be modified to read: E= f (l 3 f3 s).
The E stands for effectiveness. Effective leaders are
able to adapt their style of leader behavior to the needs of
the situation and the followers. Since these are not con-
stants, the use of an appropriate style of leader behavior
is a challenge to the effective leader. "The manager must
be much like the musician who changes his techniques and
aPProaches to obtain the shadings of total performance
desired. 35 The concept of adaptive leader behavior might
be stated as follows:
The more a manager adapts his style of leader be-
havior to meet the particular situation and the
needs of his followers, the more effective he will
tend to be in reaching personal and organizational
goals . 3 6
Leadership Contingency Model
The concept of adaptive leader behavior questions
the existence of a "best" style of leadership: it is not
a matter of the best style, but of the most effective style
for a particular situation. The suggestion is that a number
of leader behavior styles may be effective or ineffective
depending on the important elements of the situation.
According to a Leadership Contingency Model developed
by Fred E. Fiedler, three major situational variables seem
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to determine whether a given situation is favorable to a
leader: (1) his personal relations with the members of his
group (leader-member relations); (2) the degree of structure
in the task that the group has been assigned to perform (task
structure)
; and (3) the power and authority that his position
provides (position power). 37 Leader-member relations seem
to parallel the relationship concepts discussed earlier,
while task structure and position power, which measure very
closely related aspects of a situation, seem to be associated
with task concept s . Fiedler defines the favovabteness of a
situation as 'the degree to which the situation enables the
leader to exert his influence over his group." 38
In this model, eight possible combinations of these
three situational variables can occur. As a leadership
situation varies from high to low on these variables, it
will fall into one of the eight combinations (situations)
.
The most favorable situation for a leader to influence his
group is one in which he or she is well liked by the members
(good leader-member relations)
,
has a powerful position (high
position power)
,
and is directing a well-defined job (high
task structure) : for example, a well-liked general making
inspection in an army camp. On the other hand, the most un-
favorable situation is one in which one leader is disliked, has
little position power, and faces an unstructured task: an
unpopular chairman of a voluntary hospital fund-raising
committee
.
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Having developed this model for classifying group
situations, Fiedler has attempted to determine what the most
effective leadership style— task-oriented or relationship-
oriented seems to be for each of the eight situations. In
a reexamination of old leadership studies and an analysis of
new studies, Fiedler has concluded as illustrated in Figure
2.7, that:
1. Task-oriented leaders tend to perform best in group
situations that are either very favorable or very
unfavorable to the leader.
2. Relationship-oriented leaders tend to perform best in
situations that are intermediate in favorableness.
While Fiedler’s model is useful to a leader, he
seems to be reverting to a single continuum of leader be-
havior, suggesting that there are only two basic leader
behavior styles, task-oriented and relationship-oriented.
Most evidence indicates that leader behavior must be plotted
on two separate axes rather than on a single continuum. Thus,
a leader who is high on task behavior is not necessarily
high or a low on relationship behavior. Any combination of
the two dimensions may occur.
THE TRI-DIMENSIONAL LEADER
EFFECTIVENESS MODEL
In the leadership models that were developed by the
author at the Center for Leadership Studies, Ohio University,
and will be discussed in this dissertation, the terms task
behavior and relationship behavior will be used to describe
similar concepts defined in the Ohio State studies as
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Cons^deration and Initiating Structure. The four basic
leader behavior quadrants will be labeled as high task and
low relationship, high task and high relationship, high re-
lationship and low task, and low relationship and low task,
as illustrated in Figure 2.8.
These four basic styles depict essentially different
leader personalities. As an individual matures, habit pat-
terns or conditioned responses to various stimuli are developed
habit a, habit b, habit habit n = personality
An individual begins to behave in a similar fashion
under similar conditions. This behavior is what others learn
recognize as that person, as his or her personality
.
they
expect and can even predict certain kinds of behavior from
this person.
In the content of leader behavior, we are concerned
about the portion of the total personality of an individual
that we will call leadership style. The leadership style
of an individual is the behavior patter that person exhibits
while involved in directing the activities of others as
perceived by these others. This may be quite different
than how the leader perceives his or her own behavior, which
we shall define as self-perception rather than style. A
person's leadership style involves some combination of either
task behavior or relationship behavior. The two types of
behavior, task and relationship, which are central to the
concept of leadership style, are defined as follows:
Task Behavior—The extent to which leaders are likely
to organize and define the roles of the members of their group
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(followers); to explain what activities each is to do and
when, where, and how tasks are to be accomplished; character-
ized by endeavoring to establish well-defined patterns of
organization, channels of communication, and ways of getting
jobs accomplished.
Relationship Behavior
—The extent to which leaders
are likely to maintain personal relationships between them-
selves and members of their group (followers) by opening up
channels of communication, providing socio-emotional support,
psychological strokes" and facilitating behaviors. 40
Effectiveness Dimension
Recognizing that the effectiveness of leaders depends
on how their leadership style interrelates with the situation
in which they operate, an effectiveness dimension should be
added to the two-dimensional model. This is illustrated in
Figure 2.9.
In his 3-D Management Style Theory, William J. Reddin
was the first to add an effectiveness dimension to the task
concern and relationship concern dimensions of earlier atti-
tudinal models such as the Managerial Grid. 41 Reddin, whose
pioneer work influenced greatly the development of the Tri-
Dimensional Leader Effectiveness Model presented in this dis-
sertation, felt that a useful theoretical model "must allow
that a variety of styles may be effective or ineffective
depending on the situation." 42
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Figure 2.9. Adding an Effectiveness Dimension.
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By adding an effectiveness dimension to the task
behavior and relationship behavior dimensions of the earlier
Ohio State leadership model, this author is attempting to
integrate the concepts of leader style with situational
demands of a specific environment. When the style of a
leader is appropriate to a given situation, it is termed
effect^ve^, when the style is inappropriate to a given situa-
tion, it is termed 'ineffective.
If the effectiveness of a leader behavior style
depends upon the situation in which it is used, it follows
that any of the basic styles may be effective or ineffec-
tive depending on the situation. The difference between
the effective and ineffective styles is often not the actual
behavior of the leader, but the appropriateness of this
behavior to the encironment in which it is used. In reality,
the third dimension is the environment. It is the inter-
action of the basic style with the environment that results
in a degree of effectiveness or ineffectiveness. We call
the third dimension effectiveness because in most organiza-
tional settings various performance criteria are used to
measure the degree of effectiveness or ineffectiveness of a
manager or leader. But the author feels it is important
to keep in mind that the third dimension is the environment
in which the leader is operating. One might think of the
leader's basic style as a particular stimulus, and it is the
response to this stimulus that can be considered effective
or ineffective. This is an important point because theorists
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and practitioners who argue that there is one best style of
leadership are making value judgments about the stimulus,
while those taking a situational approach to leadership are
evaluating the response or the results rather than the
stimulus. This concept is illustrated in the diagram of
the Tri-Dimensional Leader Effectiveness Model presented in
Figure 2.10.
Although effectiveness appears to be an either/or
situation in this model, in reality it should be represented
as a continuum. Any given style in a particular situation
could fall somewhere on this continuum from extremely effec-
tive to extremely ineffective. Effectiveness, therefore, is
a matter of degree, and there could be an infinite number of
faces on the effectiveness dimension rather than only three.
To illustrate this fact, the effectiveness dimension has
been divided into quartiles ranging on the effective side
from +1 to +4 and on the ineffective side from -1 to -4.
The four effective and the four ineffective styles
are, in essence, how appropriate a leader's basic style is
to a given situation as seen by his followers, his superiors
or his associates. Table 2.1 describes briefly one of many
different ways each style might be perceived as effective
or ineffective by others. 43
A model such as the Tri-Dimensional Leader Effective
ness Model is distinctive because it does not depict a singl
ideal leader behavior style that is suggested as being ap-
propriate in all situations. For example, the high task and
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TABLE 2.1
HOW THE BASIC LEADER BEHAVIOR STYLES MAY BE SEEN
BY OTHERS WHEN THEY ARE EFFECTIVE OR INEFFECTIVE
Basic Styles Effective Ineffective
High Task and
Low Relationship
Seen as having well defined
methods for accomplishing
goals which are helpful to
the followers.
Seen as imposing
methods on others;
sometimes seen as un-
pleasant, and interested
only in short run output.
High Task and
High Relationship
Seen as satisfying the
needs of the group for
setting goals and organ-
izing work, but also pro-
viding high levels of
socio-emotional support.
Seen as initiating more
structure than is needed
by the group and often
appears not to be genuine
in interpersonal rela-
tionships.
High Relationship
and Low Task
Seen as having implicit
trust in people and as
being primarily concerned
with facilitating their
goal accomplishment.
Seen as primarily in-
terested in harmony;
sometimes seen as un-
willing to accomplish a
task if it risks dis-
rupting a relationship or
losing "good person"
image
.
Low Relationship
and Low Task
Seen as appropriately
delegating to subordin-
ates decisions about how
the work should be done
and providing little
socio-emotional support
where little is needed
by the group.
Seen as providing little
structure or socio-
emotional support when
needed by members of the
group
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high relationship style is appropriate only in certain situa-
tions. In basically crisis-oriented organizations like the
military or the fire department, there is considerable evidence
that the most appropriate style would be high task and low
relationship, since under combat, fire, or emergency condi-
tions success often depends upon immediate response to orders.
Time demands do not permit talking things over or explaining
decisions. But once the crisis is over, other styles might
become appropriate. For example, although the fire chief
may have to initiate a high level of structure at the scene
of a fire, upon returning to the firehouse it may be appro-
priate for the chief to engage in other styles while his men
are participating in auxiliary functions, such as maintain-
ing the equipment or studying new firefighting techniques.
Attitudinal Versus Behavioral Models
In examining the dimensions of the Managerial Grid
(concern for production and concern for people) and Reddin'
s
3-D Management Style Theory (task-orientation and relation-
ship-orientation)
,
one can see these appear to be attitudinal
dimensions. Concern or orientation is a feeling or an emo-
tion toward something. On the other hand, the dimensions
of the Ohio State Model (Initiating Structure and Consider-
ation) and the Tri-Dimensional Leader Effectiveness Model
(task behavior and relationship behavior) are dimensions of
observed behavior. Thus, the Ohio State and the Leader
Effectiveness models measure how people behave, while the
59
V
Managerial Grid and the 3-D Management Style Theory measure
predisposition toward production and people. 44 As discussed
earlier, the Tri-Dimensional Leader Effectiveness Model
differs from the Ohio State Model in that it adds an effec-
tiveness dimension.
Although attitudinal models and the Leader Effective-
ness Model measure different aspects of leadership, they are
not incompatible. A conflict develops, however, because
behavioral assumptions have often been drawn from analysis
of the attitudinal dimensions of models like the Managerial
Grid. While high oonoern for both production and people is
desirable in organizations, it may be appropriate for high
task-high relationship managers to engage in a variety of
different behaviors as they face different contingencies or
situations in their environment. For example, if a manager's
subordinates are emotionally mature and can take responsibility
for themselves, his appropriate style of leadership may be
low task and low relationship (delegating). In this case,
the manager delegates to those subordinates the responsibility
of planning, organizing, and controlling of their own opera-
tion. He plays a background role, providing socio-emotional
support only when necessary.
In summary, empirical studies tend to show that there
is no normative (best) style of leadership, successful leaders
adapt their leader behavior to meet the needs of the group
and of the particular environment. Effectiveness depends upon
the leader
,
the follower(s) 3 and other situational variables
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that make up the environment— E = f(l,f, 8 ,). Therefore,
anyone who is interested in increasing his or her own success
as a leader must give serious thought to these behavioral
and environmental considerations.
We have now discussed a number of approaches to the
study of leader behavior, concluding with a Tri-Dimensional
Leader Effectiveness Model. In Chapter III we will discuss a
Situational Leadership Theory which is an outgrowth of this
model
.
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CHAPTER III
MANAGING FOR ORGANIZATIONAL EFFECTIVENESS
The Tri- Dimensional Leader Effectiveness Model is
built on the concept that effectiveness results from a
leader using a behavioral style that is appropriate to the
demands of the environment.
ENVIRONMENTAL VARIABLES
The environment consists of the leader
,
his or her
follower ( s) and other situational variables. Besides the
leader and follower (s)
,
the other situational variables
consist of the leader's superior(s), associates (peers),
organization, job demands and community or cultural setting.
This list is not all-inclusive, but it contains some of the
interacting components that tend to be important to a mana-
ger or leader.
Except for job demands, each of these environmental
variables can be viewed as having two maj or components—
personality and expectations. Thus our list of variables
is expanded to include the following:
Leader's personality Leader's expectations
Followers' personalities Followers' expectations
Superiors' personalities Superiors' expectations
Associates' personalities Associates' expectations
Organization's personality Organization's expectations
Community's personality Community's expectations
Job Demands
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Personality Defined
Personality or style is defined as consistent be-
havior patterns of an individual as perceived by others.
These patterns emerge as individuals begin to respond in
the same fashion under similar conditions; they develop
habits of action which become somewhat predictable to those
who work with them.
Expectations Defined
Expectations are the perceptions of appropriate
behavior for one's own role or position or one's perceptions
of the roles of others within the organization. In other
words
,
the expectations of individuals define for them what
they should do under various circumstances in their parti-
cular job and how they think others— their superiors, peers,
and subordinates— should behave in relation to their posi-
tion. To say that a person has shaved expectations with
another person means that each of the individuals involved
perceives accurately and accepts his or her role and the
role of the other. If expectations are to be compatible
it is important to share common goals and objectives. While
two people may have differing personalities because their
roles require different styles of behavior, it is imperative
for an organization's effectiveness that they perceive and
accept the institution's goals and objectives as their own.
The task of diagnosing a leader environment is very
complex when we realize that the leader is the pivotal point
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around which all of the other environmental variables inter-
act. In a sense, all these variables are communicating role
expectations to the leader.
Diagnosis
The importance of a leader's diagnostic ability
cannot be overemphasized. Edgar H. Schein expresses it well
when he contends that "the successful manager must be a good
diagnostician and must value a spirit of inquiry . If the
abilities and motives of the people under him are so vari-
able, he must have the sensitivity and diagnostic ability
to be able to sense and appreciate the differences ." 1 In
other words, managers must be able to identify clues in an
environment. Yet, even with good diagnostic skills leaders
may still not be effective unless they can adapt their
leadership style to meet the demands of their environment.
"He must have the personal flexibility and range of skills
necessary to vary his own behavior. If the needs and mo-
tives of his subordinates are different, they must be
treated differently ." 2
It is "easier" said than "done" to tell practicing
managers that they should use behavioral science theory and
research to develop the necessary diagnostic skills to become
effective. First of all, much of the research that is cur-
rently published in the field of applied behavioral sciences
is not even understood by practitioners and often appears in
its completed statistical presentation to be more an attempt
to impress other reserachers than to help practitioners be
67
more effective in managing their environment. Secondly,
even if practitioners could understand the research, many
of them would argue that it is impractical to even talk
about making decisions on a day-to-day or hour-to-hour basis
in terms of the multiplicity of situational variables like
the ones just discussed, that this author and other behavioral
scientists claim they should first audit in their environ-
ment. As a result, one of the major focuses of the work
at the Center for Leadership Studies, Ohio University has
been the development of a conceptual framework which at-
tempts to pinpoint the key situational variables and uses
as its basic data the perceptions and observations made
by managers—parents in the home or supervisors on the job—
on a day-to-day basis in their own environments rather than
data gathered only by professional researchers and consul-
tants through instrumentation, systematic observation and
interviews. "Situational Leadership Theory" 3 which will be
presented in this chapter is the result of the author's
efforts at Ohio University.
SITUATIONAL LEADERSHIP THEORY— LIFE
CYCLE THEORY OF LEADERSHIP
Korman in his extensive review of studies examining
the Ohio State concepts of Initiating Structure and Consid-
eration, concluded that:
What is needed ... in future concurrent (and pre-
dictive) studies is not just recognition of this
factor of "situational determinants" but, rather,
a systematic conceptualization of situational
variance as it might relate to leadership be-
havior [Initiating Structure and Consideration] . 4
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In discussing this conclusion, Korman suggests the
possibility of a curvilinear relationship rather than a
simple linear relationship between Initiating Structure
(task behavior) and Consideration (relationship behavior)
and other variables. Situational Leadership Theory (re-
ferred to by some as Life Cycle Theory of Leadership) de-
veloped by the author is an outgrowth of his Tri-Dimensional
Leader Effectiveness Model. This theory is based on a
curvilinear relationship between task behavior and relation-
ship behavior and maturity. This framework will attempt
to provide a leader with some understanding of the relation-
ship between an effective style of leadership and the level
of maturity of his or her followers.
Thus, while all the situational variables (leader,
follower (s), superior (s), associates, organization and com-
munity or cultural setting) are important, the emphasis in
Situational Leadership Theory will be on the behavior of a
leader in relation to followers. As Filmore H. Sanford has
indicated, there is some justification for regarding the
followers "as the most crucial factor in any leadership
event ." 5 Followers in any situation are vital, not only
because individually they accept or reject the leader, but
because as a group they actually determine whatever personal
power the leader may have.
Maturity of the Followers or Group
Maturity is defined in Situational Leadership Theory
as the capacity to set high but attainable goals (achievement-
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motivation), willingness and ability to take responsibility,
and education and/or experience of an individual or a group.
These variables of maturity should be considered only in
relat^on to a specific task to be performed. That is to
say, an individual or a group is not mature or immature in
any total sense. All persons tend to be more or less mature
in relation to a specific task, function, or objective that
a leader is attempting to accomplish through their efforts.
Thus, a saleswoman may be very responsible in securing new
sales, but very casual about completing the paperwork neces-
sary to close on a sale. As a result, it is appropriate for
her manager to leave her alone in terms of closing on sales
but to closely supervise her in terms of her paperwork until
she can start to do well in that area too.
In addition to accessing the level of maturity of
individuals within a group, a leader may have to assess the
maturity level of the group as a group, particularly, if the
group interacts frequently together in the same work area
as happens with students in the classroom. Thus, a teacher
may find that a class as a group may be at one level of
mat.urity in a particular area but a student within that group
may be at a different level. When the teacher is one-to-one
with that student, he may have to behave quite differently
than when working with the class as a group. In reality,
the teacher may find a number of students at various maturity
levels. For example, the teacher may have one student who
is not doing his work regularly; when he turns work in, it
is poorly organized and is not very academic. With that
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student, the teacher may have to initiate some structure and
supervise closely. Another student, however, may be doing
good work but is insecure and shy. With that student, the
teacher may not have to engage in much task behavior in
terms of school work but may need to be supportive, to engage
in two-way communication and help facilitate the student's
interaction with others in the class. Still another student
may be psychologically mature as well as competent in her
school work and thus can be left on her own. So leaders
have to understand that they may have to behave differently
one-on-one with members of their group than they do with
the group as a whole when it is together.
Components of Maturity
In examining the components of maturity, several
comments should be made. First of all, according to David
C. McClelland's research
,
6 achievement-motivated people
have certain characteristics in common including the capa-
city to set high but obtainable goals, the concern for
personal achievement rather than the rewards of success and
the desire for task relevant feedback (how well am I doing)
rather than for attitudinal feedback (how well do you like
me) . Of these characteristics the author is most inter-
ested, in terms of task relevant maturity, in the capacity
to set high but attainable goals because this tends to
affect attitude toward risk. In this sense, an achievement-
motivated people (in our terms, people with high task
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relevant maturity) prefers a moderate decree of risk because
they feel in that kind of situation that their efforts and
abilities will probably influence the outcome.
Secondly, in terms of responsibility, the author
looks at this concept as a dual factor concept—willingness
(motivation) and ability (competence). There are, of course,
four combinations of these two factors: (1) individuals
who are neither willing nor able to take responsibility,
(2) individuals who are willing but not able to take respon-
sibility, (3) individuals who are able but not willing to
take responsibility, and (4) individuals who are willing and
able to take responsibility. The highest level of maturity
for an individual or group (in our terms) would be combination
4, while the lowest level of maturity would be combination 1.
Thirdly, in terms of education and/or experience
the author is contending that there is no conceptual differ-
ence between the two. One can gain task relevant maturity
through education or experience or some combination of the
two.. The only difference between the two is that when the
author is talking about education he is referring to formal
classroom experiences while experience involves what is
learned on one's own or on the job.
A fourth thing to remember in terms of task relevant
maturity is that the general concept of maturity really in-
volves two factors: (1) job maturity— ability and technical
knowledge to do the task and (2) -psychological maturity—
feeling of self-confidence and self-respect about oneself
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as an individual. People who have a high level of task
relevant maturity not only have the ability and knowledge
to do the task but also have self-confidence and feel good
about themselves. On the other hand, people who have a low
level of task relevant maturity seem to lack both task and
psychological maturity.
Finally, it should be remembered that while maturity
is a useful concept with which to make diagnostic judgements,
other situational variables such as your boss's style (if
he or she is in your specific location)
,
a crisis or time
bind, the nature of the work, can sometimes be as important
if not more important. Yet, the maturity concept is a good
solid benchmark for use in choosing the appropriate style to
use with an individual or group at a particular time.
Another way of looking at maturity is in terms of the
immaturity-maturity continuum of Chris Argyris where he
contends that as people mature over time they move from a
passive state to a state of increasing activity, from de-
pendency on others to relative independence, and the like . 7
While age may be a factor, it is not directly related to
maturity as used in Situational Leadership Theory. The author'
concern is more for psychological age, than chronological
age.
Basic Concept of Situational
Leadership Theory
According to Situational Leadership Theory, as the
level of maturity of their followers continues to increase
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in terms of accomplishing a specific task, leaders should
begin to reduce their task behavior and increase relation-
ship behavior until the individual or group reaches a
moderate level of maturity. As the individual or group
begins to move into an above average level of maturity it
becomes appropriate for leaders to decrease not only task
behavior but also relationship behavior. Now the individual
or group is not only mature in terms of the performance of
the task but is also psychologically mature. Since the
individual or group can provide their own "strokes" and re-
inforcements, a great deal of socio-emotional support from
the leader is no longer necessary. The individual or group
at this maturity level sees a reduction of close supervision
and an increase in delegation by the leader as a positive
indication of trust and confidence. Thus, this theory
focuses on the appropriateness or effectiveness of leader-
ship styles according to the task relevant maturity of the
followers. This cycle can be illustrated by the bell-
shaped curve going through the four leadership quadrants
of the effective portion of the Tri-Dimensional Leader
Effectiveness Model, as shown in Figure 3.1.
Style of Leader versus
Maturity of Follower!^)
The attempt in Figure 3.1 is to protray the relation-
ship between task relevant maturity and the appropriate
leadership styles to be used as followers move from immaturity
to maturity. As indicated, the reader should keep in mind
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that the figure represents two different phenomena. The
appropriate leadership style ( style of leader) for given
levels of follower maturity is portrayed by a curvilinear
function m the four leadership quadrants. The maturity
level of the individual or group being supervised (maturity
of follower (s)) is depicted below the leadership model as
a continuum ranging from immaturity to maturity.
Determining Appropriate
Leadership Style
What does the bell-shaped curve in the style-of-
leader portion of the model mean? It means that as the
maturity level of one's follower (s) develops along the
continuum below from immature to mature, the appropriate
style of leadership moves accordingly along the curvilinear
function
.
To determine what leadership style is appropriate
to use in a given situation, a leader must first determine
the maturity level of the individual or group in relation
to a specific task that the leader is attempting to accom-
plish through their efforts. Once this maturity level is
identified, the appropriate leadership style can be deter-
mined by constructing a right angle (90° angle) from the
point on the continuum that represents the maturity level
of the follower(s) to a point where it intersects on the
curvilinear function in the style of leader portion of the
model. The quadrant in which that intersection takes place
suggests the appropriate style to be used by the leader in
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that situation with follower (s) of that maturity level.
Let's look at an example in Figure 3.2.
Suppose a superintendent of public schools
has determined that a principal's maturity level in terms
of administrative paper work (reports, attendance records,
eta.) is low. Using Situational Leadership Theory she
would place an X on the maturity continuum as shown in
Figure 3.2. Once she had decided that she wanted to in-
fluence the principal s behavior in this area, the super-
intendent could determine the appropriate initial style to
use by constructing a right angle from the X she had drawn
on the maturity continuum to a point where it intersects
the bell-shaped curve (designated in Figure 3.2 by [0]).
Since the intersection occurs in the high task-low relation-
ship quadrant, it is suggested that when working with people
who demonstrate low maturity on a particular task, a leader
should use that directive style.
In the example above, when we say low relationship
behavior, we do not mean that the superintendent is not
friendly or personable to the principal. We merely suggest,
that the superintendent, in supervising the principal's
handling of administrative paper work, should spend more
time directing the principal in what to do and how, when,
and where to do it, than providing socio-emotional support
and reinforcement. The increased relationship behavior
should occur when the principal begins to demonstrate the
ability to handle necessary administrative paper work. At
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that point, a movement from Style 1 to Style 2 may be ap-
propriate
.
In referring to the leadership styles in the model,
the author will use the following shorthand designations:
(1) high task-low relationship behavior will be referred to
as leadership style SI, (2) high task-high relationship
behavior as leadership style S2, (3) high relationship-low
task behavior as leadership style S3, and (4) low relationship
low task behavior as leadership style S4, as illustrated in
Figure 3.3.
In terms of follower maturity, it is not simply a
question of being mature or immature, but a question of the
degree. As can be seen in Figure 3.3, some benchmarks of
maturity can be provided by determining appropriate leader-
ship style by dividing the maturity continuum into four
levels of maturity. Low levels of task relevant maturity
are referred to as maturily level Ml, low to moderate as
maturity level M2, moderate to high as maturity level M3, and
high levels of task relevant maturity as maturity level M4.
If we transfer from Figure 3.2 to Figure 3.4 the
example of determining appropriate leadership style, we
can see that when the task relevant maturity of a given
follower or group falls in the Ml range (low maturity) that
the leadership style with the highest probability of success
in that situation would be SI (high task/low relationship
behavior) . If one follows this technique for determining
appropriate leadership style for all four of the maturity
Mature
F
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levels, it will become clear that the four maturity designa-
tions (Ml, M2, M3, M4) correspond to the four leader behavior
designations (SI, S2, S3, S4)
,
i. e ., Ml maturity needs SI
style M2 maturity needs S2 style, etc.
Thus, Situational Leadership Theory contends that
m working with people who are low in maturity (Ml) in terms
of accomplishing a specific task, a high task-low relation-
ship style (SI) has the highest probability of success; in
dealing with people who are of low to moderate maturity (M2)
a high task-high relationship style (S2) appears to be most
appropriate; while in working with people who are of moderate
to high maturity (M3) in terms of accomplishing a specific
task, a high relationship-low task style (S3) has the high-
est probability of success; and finally a low relationship-
low task style (S4) has the highest probability of success
working with people of high task relevant maturity (M4)
.
Using the technique for determining appropriate
leadership style illustrated in Figure 3.4, one might get
the impression that there is a narrow range of appropriate
behavior for each of the four maturity levels. In reality
though, the range would include behaviors along the entire
portion of the curvilinear function which intersects each
of the four leadership quadrants as illustrated in Figure
3.5.
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Short-Hand Designations for
Basic Styles of Leadership
In Chapter II, we defined task behavior as essen-
tially the extent which a leader engages in one-way communi-
cation by explaining what each subordinate is to do as well
as when, where and how tasks are to be accomplished. Rela-
tionship behavior is the extent to which a leader engages
in two-way communication by providing socio-emotional sup-
port, "psychological strokes" and facilitating behaviors.
While one needs to keep these definitions in mind, the label-
ing of the four leadership styles as done in Figure 3.6 is
sometimes useful for quick diagnostic judgements.
High task/low relationship leader behavior (SI) is
referred to as "telling” because this style is character-
ized by one-way communication in which the leader defines
the roles of followers and tells them what, how, when and
where to do various tasks
.
High task/high relationship behavior (S2) is re-
ferred to as "selling" because with this style most of the
direction is still provided by the leader. He or she also
attempts through two-way communication and socio-emotional
support to get the follower (s) to psychologically buy into
decisions that have to be made.
High relationship/low task behavior (S3) is called
"participating” because, with this style, the leader and
follower (s) now share in decision-making through two-way
communication and much facilitating behavior from the
Mature
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leader since the follower(s) have the ability and knowledge
to do the task.
Low relationship/low task behavior (S4) is labeled
delegating" because the style involves letting follower(s)
run their own show" through delegation and general super-
vision since the follower (s) are high in both task and
psychological maturity.
Parent-Child Relationship
An illustration of Situational Leadership Theory
familiar to everyone is the parent-child relationship. It
is hypothesized that when working with children who are
low in maturity on particular tasks, a directive high task
parent style has the best probability of success. This is
particularly true during the first few years of childrens'
lives when they are unable to control much of their own
environment. As a child begins to mature, it is appropriate
for the parent to provide less direction for the child
(task behavior)
,
giving the child an opportunity to take
increased responsibility. As the child continues to show
an increase in willingness and ability to take responsi-
bility, this withdrawal of direction and control should be
reinforced by an increase in supportive relationship be-
havior. Experience shows us that if the parent reduces
structure and increases relationship behavior before the
child is moderately mature, the child often misinterprets
this behavior as permissiveness, or freedom to do whatever
he or whe wants. Thus, it is appropriate to decrease task
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behavior as the child begins to show an increase in matur-
ity or capacity to take responsibility. Eventually, as the
child reaches a moderate to high level of maturity, less
supportive relationship behavior from the parents will be
needed as the child begins to mature psychologically as
well as being able to take responsibility for providing the
direction for his or her own activities. There will not be
any less structure on socio-emotional support for the child,
but now the child is able to provide these internally rather
than depend on structure and reinforcement being siren ex-
ternally by parents. The author will be discussing this
whole developmental process in much more depth in the next
chapter on "Developing Human Resources."
Ineffective Parent Styles
One of the useful aspects of Situational Leadership
Theory is that you can begin to predict not only what the
leadership styles with the highest probability of effective-
ness will be but also which styles tend to be ineffective
in what circumstances. For instance, we can take four
examples of parents who tend to use a single leadership
style during the child's entire developmental period, as
illustrated in Figure 3.7.
First, let us look at some of the potential con-
sequences of parents using a high task-low relationship
style (SI) with their children throughout the developmental
years, i.e
., "As long as you're living in this house, you'll
be home at ten o'clock and abide by the rules I've set."
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Figure 3.7. Consequences of Using a Single
Parent/Child Style over time.
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Two predictions might be made. The first one is that the
children might pack their bag and leave home at the earliest
opportunity. If this does not occur, they may succumb to
their parents' authority and become very passive, dependent
individuals throughout their lives
,
always needing someone
to tell them "what to do" and "when to do it."
A high probability result of a parent using exclu-
sively a style of high task and high relationship ( S 2 ) might
be called the "Mama's boy or Daddy's little girl syndrome."
Even when the children get older, they may chronologically
be adults, but they are still psychologically dependent upon
their parent (s) to make decisions for them. Since most of
the direction for their behavior and socio-emotional support
has been provided by their parent (s) these young people are
unable to provide these for themselves.
What happens when parents only engage in high rela-
tionship behavior and never structure or direct any of their
children's activities? The response to this high relationship-
low task style (S3) may be called a "spoiled brat syndrome
as the children develop into individuals who have little
regard for rules and little consideration for the rights
of others.
A style of low task and low relationship behavior
(S4) seems to be characteristic of two of the socio-economic
classifications described by Lloyd Warner, the upper-upper
level and the lower-lower level. 8 In both cases the children
may become a product of their environment rather than a
prod-
uct of the parents' style itself. In the case of
the upper-
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upper level, this responsibility may be delegated to a pri-
vate school; while in the case of the lower-lower level,
children are often left on their own and learn appropriately
or inappropriately from their peers to cope with the day-to-
day contingencies of their environment.
Some people might question why it is inappropriate
to use the same leadership style all the time, i.e.
t "after
all we've been told that consistency is good." While that
kind of advice might have been given in the past, according
to Situational Leadership Theory, consistency is not using
the same style all the time. Instead, consistency is using
the same style for all similar situations but varying the
style appropriately as the situation changes. Parents are
consistent if they tend to discipline their children when
they are behaving inappropriately and reward them when they
are behaving appropriately. At the same time they will
treat one child differently than another in relationship to
an appropriate or inappropriate action. Parents are incon-
sistent, on the other hand, if they smile and engage in
other supportive, high relationship behavior when their
children are "bad" as well as when they are "good."
This discussion of consistency emphasizes the fact
that parents should remember that children are often at
different levels of maturity in various aspects of their
lives. Take a high school boy who is very mature in terms
of his commitment to football. That is, even in the summer,
he sets his own practice schedule, watches his diet, and
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gets the proper amount of rest. In this area, his parents
don't have to supervise him; he has been playing and prac-
ticing football since he was very young. In this area of
his life he is willing and able to take responsibility for
his own behavior. This might not be the case, though, in
terms of his school work. In this aspect of his life, he
might need some parental direction and supervision or he
will not get anything done. Thus, parental style must
vary as the activities in which children engage changes.
Problems and Their Ownership
Thomas Gordon in his book Parent Effectiveness
Training (PET contends that one of the most important
steps in becoming more effective in rearing responsible
self-motivated children is determining whether their be-
havior is acceptable or unacceptable to their parents as
well as themselves. Once the acceptance question has been
answered, then "who owns the problem" in terms of a child's
behavior can be identified. While the work of Gordon
originated from observations of parents and teachers, the
concepts behind the ownership of problems seem to apply to
any organizational setting where a leader is trying to in-
fluence the behavior of others. Thus, although we will be
talking about Gordon's work in terms of the parent-child
relationship, the theory should apply to any leadership
situation, whether you are a teacher, supervisor or manager.
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According to Grodon, there are four potential
problem situations:
1* Neither the parent or the child own problem-- the
child's behavior is acceptable to both parent(s)
and child and thus is a problem to neither.
The child owns the problem— the child's behavior
is acceptable to the parent (s) but is not accept-
able to the child. Thus the child owns the problem.
3. The parent (s) own the problem- -the. child's behavior
is acceptable to the child but not the parent (s).
Thus the parent (s) owns the problem.
4. Both parent and child own the problem-- the child's
behavior is unacceptable to both parent (s) and
child. Thus they both own the problem.
If we look at these four problem situations, we can
begin to determine what leadership style would be appropriate
with each situation. (1) If neither the child or the parent
owns the problem, the most appropriate leadership style for
the parent (s) is low relationship-low task behavior (S4)
since no intervention is necessary. (2) If the child owns
the problem but the parent sees no problem in the child's
behavior, the parent needs to make an intervention that is
high on relationship behavior-low task behavior (S3--similar
to what Gordon would refer to as "active listening"). Thus,
the parent needs to provide the child with supportive be-
havior to facilitate two-way communication. The tragedy
that often occurs is that a parent treats this problem
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situation as if it were a problem to neither. If a suppor-
tive intervention is not made here, there is a high proba-
bility that the situation will become a problem to both.
(3) If the parent owns the problem and the child sees no
issue, the appropriate leadership style for the parent would
be high task-low relationship (Style 1— similar to what
Gordon would refer to as "I-messages , " £.g.
,
statements of
role definition, clarification of goals and instruction).
In this situation, since the child sees no problem, the
parent must initiate some structure to make any change in
the child's behavior. (4) If both parent and the child
own the problem, the appropriate leadership style for the
parent would be high on both task and relationship behavior
since the child needs some direction. Yet because the
child also sees his behavior as a problem, some relation-
ship behavior in terms of two-way communication and facil-
itating behavior is also necessary.
Let's look at some examples of how this concept
might be used as a diagnostic tool. A junior in high school
is avoiding the use of drugs. Since she is not using drugs,
her behavior is not a problem to her parents. However,
her behavior may be a problem to the girl herself, since
all her friends are involved with drugs and are putting
pressure on her. If her parents treat this situation as if
it was a problem to neither and leave their daughter alone,
this situation can quickly become a problem to both. Be-
cause of the competing pressures at school, no socio-emotional
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support or active listening at home could lean the girl
toward the drugs and acceptance by her peers. Thus by not
making a high relationship intervention at the appropriate
time, the parents have helped create a problem for all
involved
.
If the situation is one in which the behavior of
the child is a problem to the parent but not to the child,
the parent does not have to provide socio-emotional support
or facilitating behaviors. The parent merely needs to
provide the child with an understanding of where the limits
are (an SI intervention)
. The child wants to know what are
the barriers, what are the parent's expectation. Since the
situation is not a problem to child, the child does not
want to spend fifteen or twenty minutes discussing why he
cannot do it; the child just wants to know what the rules
are, so he or she can behave accordingly. For example, a
teacher is making an assignment for the next day may ask
the class to read 15, 20 or 25 pages. It doesn't really
matter to the students. Any of those reading assignments
are O.K. All the students want to know is what are the
expectations of the teacher; they don't want to sit around
and talk about it. But, if the teacher says the assignment
is 100 pages, the situation might quickly become a problem
to both the students and the teacher. Now that the situa-
tion is also a problem to the students, the teacher has to
engage in "selling" behavior rather than "telling. He
has to open up channels of communication and discussion,
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and engage in facilitating and "stroking" behaviors. He
has to get the students to understand why the "large" as-
signment and have them "buy" in psychologically to the
decision. The teacher might say, "There is a top-flight
lecturer coming this week and for that particular reason,
a heavy assignment is being made for tomorrow; but later
in the week we will have no reading assignment." In other
words, the teacher attempts to make some trades to facili-
tate interaction, but he is still trying to get the stu-
dents to buy into the decision.
As the discussion and examples suggest, the author
feels that this aspect of Gordon's work, when integrated
with Situational Leadership Theory, can be helpful in deter-
mining the appropriate leadership style to use in various
situations. The parent-child relationship is only one
example of applying Situational Leadership Theory. Examples
of the application of this theory are also discernible in
other organizations in the interaction between superiors and
subordinates
.
Management of Research and
Development Personnel
In working with highly trained and emotionally mature
personnel, an effective leader behavior style in many cases
is low relationship-low task behavior . 10 This was dramati-
cally demonstrated in a military setting. Normally, in
basically crisis-oriented organizations like the military
or the fire department, the most appropriate style tends to
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be high task (SI)
; since under combat or fire conditions
success often depends upon immediate response to orders.
Time demands do not permit talking things over or explain-
ing decisions. For success, behavior must be almost auto-
matic. While a high task style may be effective for a
combat officer, it is often ineffective in working with
research and development personnel within the military. This
was pointed out when line officers trained at West Point were
sent to command outposts in the DEW line, which was part of
an advanced-warning system. The scientific and technical
personnel involved, living in close quarters in an Arctic
region, did not respond favorably to the high levels of task
behavior of these combat- trained officers. The level of
education, research experience, and maturity of these people
was such that they did not need their commanding officer to
initiate a great deal of structure in their work. In fact,
they tended to resent it. Other experiences with scientific
and research-oriented personnel indicate that many of these
people also desire, or need a limited amount of socio-emotional
support too.
Educational Setting and
Situational Leadership Theory
Educational settings provide us with numerous ex-
amples of Situational Leadership Theory in operation . 11
Teacher- Student Relationship -In a college setting
Situational Leadership Theory is being used in studying the
teacher- student relationship. Effective teaching of lower-
division students (freshmen and sophomores) has been
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characterized by higher task behavior on the part of the
teacher as he or she reinforces appropriate patterns in
attendance and study habits, while more relationship behavior
seems to be appropriate for working with upper-division
undergraduates and master's degree candidates. And finally,
the cycle seems to be completed as a teacher begins to work
wi-th mature doctoral candidates, who need less guidance or
socio-emotional support.
Situational Leadership Theory may provide some in-
sights into problems that have developed in the innovative
self-paced learning curricula that have sprung up across the
country at many educational levels, particularly in elemen-
tary and secondary schools
.
12 These programs have been
developed in an attempt to individualize instruction and are
premised on maximum freedom for the student. For example,
in learning basic chemistry, students are given a detailed
outline of what they must know and must do to pass a pro-
ficiency exam in chemistry. Once this initial direction has
been provided, the teacher quickly moves through the cycle
to a high relationship-low task style. The intention now
is for the students to initiate structure for themselves. The
teacher becomes involved only at the student's request.
Students can often take the exam any time they are ready.
Problems sometimes develop when this unstructured
program is used universally for all students in a school.
For the intellectually and emotionally mature student with
clear goals and objectives, such a curriculum has numerous
advantages. These include "a savings of time which can be
devoted to other areas of interest, a genuine and personal
recognition of his ability, and the opportunity to be
treated and behave as an adult." 13 For the immature student
who lacks direction and ability to direct his or her own
work schedule, such a low relationship-low task teaching
style can be detrimental. It can even encourage immaturity
if the student perceives the lack of structure as permis-
siveness. In the case of students who look at the educa-
tional system as something that must be tolerated but is
not well integrated with their own personal goals, higher
task behavior and a somewhat lower relationship style would
seem more appropriate until the students begin to show signs
of maturing and the teacher can vary his or her style ac-
cordingly
.
Administrator-Governing Board Relationship . --An
important area for the top administrator (college president
or superintendent) in an educational institution is the
relationship this person maintains with the governing board.
Since these boards have the ultimate power to remove college
presidents or superintendents when they lose confidence in
their leadership, these administrators often tend to use a
high relationship style (S3) providing only a limited amount
of structure for these decision-making groups. 14 In fact,
they sometimes seem to shy away from directing the activitie
of their board for fear of arousing their criticism. Situa-
tional Leadership Theory questions this behavior.
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While the members of the governing board are often
responsible, well-educated individuals, they tend to have
little work experience in an educational setting. For ex-
ample, in a survey of college trustees in New York State,
it was found that less than 10 per cent of the trustees
serving on these boards had any teaching or administrative
experience in an educational institution. 15 In fact, the
large majority of the 1,269 trustees sampled were occupied
primarily in industry, insurance and banking, merchandising
and transportation, and medicine and law. Virtually, half
acted as corporation officials with the rank of treasurer,
director, or above. In addition to their involvement in
other than educational institutions, these trustees tended
to be overcommitted and were probably unable to give the
time to university problems that they would have like to
give. In fact, the most frequent dissatisfaction expressed
by trustees was the "lack of time to devote to the board."
This relative inexperience of trustees and heavy
commitment elsewhere suggests that it may be appropriate
for college presidents to combine with their high relation-
ship behavior an increase of task behavior in working with
their trustees. In fact, the responsibility for defining
the role of trustees and organizing their work should fall
on the college president. Henry Wriston, former president
of Brown University, has said it well:
It may seem strange, at first thought, that this
should be a president's duty. A moment's reflec-
tion makes it clear that it can evolve on no other
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person. Trustees are unpaid; they have no method
ot analyzing talents and making assignments. Thepresident is in a position to do so. 16
Administrator-Faculty Relationship .
--In working with
experienced faculty, the low relationship-low task style (S4)
characterized by a decentralized organization structure and
delegation of responsibility to individuals may be an appro-
Pr ^-a^ e style. The level of education and maturity of these
people is often such that they do not need their principal
or department chairperson to initiate much structure. Some-
times they tend to resent it. In addition, some teachers
desire or need only a limited amount of socio-emotional sup-
port (relationship behavior)
.
While often an effective leader style in working
with faculty tends to be low relationship-low task, certain
deviations from this may be necessary. For example, during
the early stages of a school year or curriculum change, a
certain amount of structure as to the specific areas to be
taught, by whom, when, and where must be established. Once
these requirements and limitations are understood by the
faculty, the administrator may move rapidly back to low re-
lationship-low task style appropriate for working with
mature, responsible, self-motivated personnel.
Other deviations may be necessary. For example, a
new inexperienced teacher might need more direction and
socio-emotional support until gaining experience in the
classroom.
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SITUATIONAL LEADERSHIP THEORY AND RESEARCH
One of the major contributions of Situational Leader-
ship Theory is that it provides a way of understanding much
of the research findings that prior to a situational ap-
proach seemed to be incompatible with each other. Examples
can be cited.
At first glance the extensive research that Likert 17
did in industrial sections of the United States in the 1950's
and a similar study that Hersey 18 conducted in Western
Africa in the 1960 ' s seem to be in conflict. Likert found
in his studies that the tendency is for employee-centered
supervisors who provide general supervision to have high-
producing sections
,
while the low-producing sections tend
to have job-centered supervisors who provide close super-
vision. Hersey' s findings were almost the exact opposite
of the results generated by Likert. In emerging industrial
settings in Western Africa he found the more effective
style to be job-centered close supervision. By examining
these different results using Situation Leadership Theory
one may gain some insights about why these differing re-
sults are predictable.
As indicated, the population for Likert's research
was drawn from industrial sections of the United States.
This is particularly relevant when one considers what we
have come to chll "cultural maturity." We have found that
three phenomena— level of education, standard of living,
and industrial experience— can have a pronounced effect on
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the task relevant maturity level of the culture or work
force from which an organization is attempting to draw its
employees. In fact, they can be used for bench mark mea-
sures for "cultural maturity."
In terms of Likert s research, the cultural maturity
of his sample upon examination appears to be quite mature.
The level of education, standard of living, and industrial
experiences of people in industrial sections of the United
States in the 1950's were probably moderate to high. This
is not surprising when one examines this phenomenon in
terms of Situational Leadership Theory. Likert found that
moderate to low task behavior and relatively high relation-
ship behavior (S3) tended to be the most effective leader-
ship styles— that is they had the highest probability of
being effective given the cultural maturity involved. At
the same time, it is not surprising to see the results
Hersey found. In the middle 1960's, emerging countries in
Africa seemed to have labor forces which were characterized for
many by very little formal education, a subsistence standard
of living, and little or no industrial experience. Consider-
ing this low level of cultural maturity at that time one
could predict from Situational Leadership that the highly
structured, close supervision style that Hersey found would
have the highest probability of being effective in that en-
vironment .
The same kind of analysis can be made in comparing
the results of the classical participation study done by Coch
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and French 19 in an American factory in the northeast and
a replication of their study by French, Israel and As 20
in a Norwegian Factory. In the industrial setting in the
United States it was found that involving employees in de-
cision making tends to be effective, while in Norway there
was no significant difference in productivity between work
groups in which participative management was used and those
in which it was not used. Once again these two studies
support Situational Leadership Theory and suggest that
maturity levels and/or cultural differences in the followers
and the situation are important in determining the appropriate
leadership style.
Determining the Effectiveness
of Participation
An analysis of studies in participation 21 in terms
of Situational Leadership Theory also suggests some inter-
esting things about the appropriate use of participation.
Situational Leadership Theory suggests that the higher the
level of task relevant maturity of an individual or group,
the higher the probability that participation will be an
effective management technology. The less task relevant
maturity, the lower the probability that participation will
be a useful management practice.
Involvement and participation in decision-making
with people at extremely low levels of maturity might be
characterized by a "pooling of ignorance or the blind lead-
ing the blind" and therefore directive leadership might have
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a higher probability of success. At the other end of the
maturity continuum (extremely high levels of task relevant
maturity)
,
some of these people tend to resist engaging in
group think. They would prefer the individual with the
highest level of expertise in an area to make the decisions
there. Bill, how do you think we should go on this? It's
your area!" Thus, according to Situational Leadership Theory,
participation as a management technique has a higher proba-
bility of success as one moves from low to moderate levels of
maturity and then begins to plateau in potential effective-
ness as one's follower's become high in task relevant
maturity, as is illustrated in Figure 3.8.
One further point about participation. While parti-
cipation tends to satisfy affiliation and esteem needs by
giving people a chance to "feel in on things" and be recogni-
zed as important in the decision-making process, it should be
remembered that self-actualization may not result from par-
ticipation. This high level need satisfaction most often
occurs in a work environment where people are given a job
which allows them an opportunity for achievement, growth and
development, and challenge.
THE INFLUENCE OF CULTURAL CHANGE
The scientific and technical advancements in the
United States society since the turn of the century almost
stagger the imagination. 22 As aresult we have become a
dynamic, industrial society with a higher level of education
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and standard of living than ever thought possilbe. This
phenomenon is beginning to have a pronounced effect on much
of the work force utilized by organizations.
Today many employees enjoy a higher standard of
living and tend to be better educated and more sophisticated
than ever before. As a result, these workers have increased
potential for self-direction and self-control. Consistent
with these changes in maturity, a large majority of our
population, in Maslow's terms, now have their basic physio-
logical and safety-security needs fairly were satisfied.
Management can no longer depend on the satisfaction of these
needs, through pay, incentive plans, hospitalization, and so
fort, as primary motivating factors which influence indus-
trial employees. In our society today, there is almost a
built-in expectation in people that physiological and safety
needs will be fulfilled. In fact, in our society people
do not generally have to worry about where there next meal
will come from or whether they will be protected from the
elements or physical danger. They are now more susceptible
to motivation from other needs: People want to belong, be
recognized as "somebody," and have a chance to develop to
their fullest potential. As William H. Haney has said:
The managerial practice, therefore, should be geared
to the subordinate's current level of maturity with the
overall goal of helping him to develop s to require pro-
gressively less external control 3 and to gain more and
more s elf- control
.
And why would a man want this?
Because under these conditions he achieves satisfaction
on the job at the levels, primarily the ego and self-
fulfillment levels, at which he is the most motivatable.
This concept is illustrated in Figure 3.9.
SELF-CONTROL
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Figure 3.9. External Control Versus Self-Control.
107
This shift in the maturity level and need disposi-
tion of our general population helps us to understand why
the findings of many studies of the relationship between
leadership styles and productivity, like those conducted by
Likert and Halpin, seem to cluster around styles 2 and 3,
but not at the extremes (styles 1 and 4)
.
If one accepts the theory that the level of maturity
responsibility and need satisfaction of much of our work
force has indeed increased, this has an impact on many of our
traditional principles of management, such as span of control
and the role of the manager in planning, organizing, moti-
vating and controlling.
Span of Control
For years it has been argued by many management
writers that one individual can supervise relatively few
people; therefore, all managers should have a limited span
of control. For example, Harold Koontz and Cyril O'Donnell
state that:
In every organization it must be decided how many
subordinates a superior can manage. Students of
management have found that this number is usually
four to eight subordinates at the upper levels of
organization and eight to fifteen or more at the
lower levels. 24
While the suggested number of subordinates that one
can supervise varies anywhere from three to thirty, the
principle usually states that the number should decrease as
one moves higher in the organization. Top management should
have fewer subordinates to supervise than lower-level managers.
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This principle has resulted in the traditional pyramidal
organization and hierarchy of authority.
This traditional hierarchy may not be as applicable
today in light of the educational and cultural progress of
much of the work force. Instead, it might be suggested that
span of control should be a function of the maturity and
self-control of the individuals being supervised. It would
seem that the more mature and better educated one's subor-
dinates are, the more people a manager could supervise. It
is theoretically possible to supervise an infinite number of
subordinates if everyone is completely mature and able to be
responsible fortheirown job. This does not mean that there
is less control, but the subordinates are self-controlled
rather than externally controlled by their superiors. Since
people occupying higher-level jobs in an organization tend
to be more "mature" and therefore need less close supervision
than people occupying lower-level jobs, it seems reasonable
to assume that top managers should be able to supervise more
subordinates than their counterparts at lower levels . 25
Narrow Span at Bottom
If any difference in span of control is necessary
because of varying educational and maturity levels, it fol-
lows that some organizations should be structured to have a
narrower span of control at the bottom than at the top. An
example of this might involve dealing with an unskilled labor
force of culturally deprived persons from ghetto areas or
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second- and third-generation unemployed. Such inexperienced
employees often have not had the educational opportunities
enjoyed by most of our society and need much more personal
interaction with their supervisors. Since a manager can
realistically work closely in a coaching and counseling rela-
tionship with only a few workers, the span of control should
be very small at this lower entry level under these conditions.
Once these workers acquire the skills and training to be
responsible for their own work, they can move into organiza-
tional units that are characterized by more general super-
vision, less close control and wider spans of control.
If larger numbers of our work force are capable of
self-direction and being responsible for their own work and
if others can develop this maturity through appropriate
coaching and counseling, what are the implications for manage-
ment behavior?
The Role of the Manager
—
a Linking Pin
~
Traditionally, the role of the manager was character-
ized by planning, organizing, motivating, and controlling.
In essence, the manager told subordinates what to do and how
to do it . Managers tended to use financial incentives and
the manipulation of rewards and punishments to motivate work-
ers. Management behavior was characterized by highly struc-
tured, close supervision.
While this management style may sometimes be appro-
priate with less-educated, unskilled workers at lower
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organizational levels, management by direction and control
seems questionable as a method for motivating people with a
higher level of education who tend to be capable of more
mature behavior. It becomes increasingly apparent that the
role of the manager should change as the subordinates become
more responsible.
In dealing with these mature, better-educated workers,
the emphasis of a manager's role shifts from formal supervi-
sion and strict control of the work group to more general
supervision and loose control. With this change in management
behavior, the supervisor is now free to devote more energy to
serving as the work group's representative in the next higher
level of the organizational hierarchy.
Rensis Likert is helpful in explaining this role in
his discussion of the "linking pin concept." "The capacity
to exert influence upward is essential if a supervisor (or
manager) is to perform his suerpvisory fucntions successfully .
To be effective in leading his own work group, a superior
must be able to influence his own boss, that is, he needs to
be skilled both as a supervisor and as a subordinate ." 26
In essence, every superior is a member of two work
groups— the one he or she is responsible for and the one
this person is responsible to. When the subordinates are
immature, that is, when they are very dependent and are not
willing and able to take responsible, this superior must use
position power and close supervision to insure a minimum
level of productivity. However, when the subordinates are
Ill
Figure 3.10. "Linking Pin" Role.
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mature enough to handle their own work with little supervision,
it is possible for a manager to use personal power and general
supervision. In this situation, the manager can spend more
time in the "linking pin" role. Specifically, the manager's
activities can move from an emphasis on organizing, directing,
motivating, and controlling subordinates on a day-to-day
basis to a stressing of long-range planning, interdepart-
mental coordination, and acquisition of resources at the next
level of the organizational hierarchy necessary to maximize
the productivity of his or her group. These other functions,
while no longer emphasized by the manager are not overlooked.
Now the subordinates are able to play these management func-
tions for themselves. The time spent in these "linking pin"
activities can often increase the productivity of a mature
group much more than close supervision of their work.
Organizational structures and management behavior are
going to have to respond to cultural and educational differ-
ences apparent in the work force. Mature, responsible workers
need a loosely controlled, flexible organization with general
supervision to utilize their full potential. Immature, un-
trained workers need a structured organization with more
individual attention and personal interaction with super-
vision to develop their talents. Perhaps increased aware-
ness of cultural changes by management could make organiza-
tional structures and management behavior relevant to more
workers, thus helping organizations to maximize their
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potential for productivity and increasing their impact on
emerging problems in our society.
Changing Leadership Style
Appropriately
If managers are currently using a style that is
appropriate for the level of maturity of their group, as
Fred Finch of the University of Massachusetts suggested to
the author ^, 27 one of the indicators that they can use in
determining when and to what degree they should shift their
style is performance or results. How well is their group
performing in their present activities? If performance is
increasing, it would be appropriate for managers to shift
their style to the left along the curvilinear function of
Situational Leadership Theory. This would indicate that
task relevant maturity is increasing. If performance results
are on the decline, it gives managers a clue that they may
need to shift their leader behavior to the right along the
curvilinear function. In the next chapter we will discuss
specifically the implications and implementation of these
processes
.
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CHAPTER I V
DEVELOPING HUMAN RESOURCES
In evaluating organizational performance, the author
contends that a manager ought to consider both output (pro-
ductivity) and what Rensis Likert calls "intervening vari-
ables" (the condition of the human resources). If the
importance of intervening variables is accepted, then one
must assume that one of the responsibilities of a manager,
regardless of whether that person is a parent in the home
or a manager in a business setting, is developing the human
resources for which he is responsible. Managers need to
devote time to nurture the leadership potential, motivation,
morale, climate, commitment to objectives and the decision-
making, communication and problem-solving skills of their
work groups. Thus, an important role for managers is the
development of the task relevant maturity of their followers.
This means then, if a manager is using a leadership
style with a high probability of success for working with
a given level of maturity (as talked about in the last
chapter)
,
this perhaps is not really enough. While the
manager may be getting a reasonable amount of output, his
or her responsibilities may not stop there. Besides
maintaining an adequate level of output, a manager may
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maintaining an adequate level of output, a manager may want
to develop the ability and effectiveness of the human re-
sources, of followers.
From work with Situational Leadership Theory the
author has identified two different cycles for maximizing
the task relevant maturity of one's followers— the develop-
mental cycle and the regressive cycle.
DEVELOPMENTAL CYCLE
A manager is engaged in the developmental cycle any
time he or she attempts to increase the task relevant matur-
ity of an individual or group beyond the level that indi-
vidual or group has ever previously reached. In other words,
the developmental cycle is a growth cycle.
To fully explain how the developmental cycle works,
let's look at an example. Suppose a manager has been able
to diagnose the environment and finds that the task relevant
maturity of an individual or group he is responsible for is
low (Ml) and he is using an appropriate high task-low rela-
tionship style (SI) as shown in Figure 4.1. As can be seen
in this figure, once this manager has diagnosed that the
maturity of his follower (s) is low, he can determine the
appropriate leadership style to use by where a right angle
constructed from the point on the maturity continuum meets
the curvilinear function in the style-of-leader portion of
the model.
Using SI in this situation will probably result in
relatively effective performance. But if this same manager
Mature
~
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or leader assumes that one of his responsibilities is to in-
crease the task relevant maturity of his follower(s), then
he has to be willing to take a risk and begin to delegate
some responsibility to the people who work for him. This
is particularly true when supervising an individual or group
that has not assumed much responsibility in the past; and
yet, if one is going to develop people— children in the home,
employees on the job— one has to take that risk.
Successive Approximations
Thus, in attempting to help an individual or group
mature, i.e., to get them to take more and more responsibil-
ity for performing a specific task, a leader must first dele-
gate some responsibility to the follower (s) and then reward
as soon as possible the slightest behavior exhibited by this
follower (s) in the desired direction. This process should
continue as the individual's behavior comes closer and closer
to the leader's expectations of good performance. This two-
step process of first, a reduction in structure (task be-
havior), and second, if adequate performance follows, an
increase in socio-emotional support (relationship behavior)
is known as positively reinforcing successive approximations
.
This is a concept associated with Behavior Modification or
Reinforcement Theory
,
1 a field that will be discussed in more
depth later in the chapter. Let us look at an example to
illustrate this concept.
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Suppose a manager wanted to change her leadership
style with an individual from Point A to Point B along the
curvilinear function of Situational Leadership Theory as
illustrated in Figure 4.2. The first step in the process
would be to delegate some responsibility by decreasing her
task behavior to Point B. This is the risky step since the
manager is turning over the direction and supervision of
some of the task to the follower. If the person responds
well though, to that increased responsibility, then it is
appropriate to engage in step two
—
positively reinforcing
this behavior by increasing socio-emotional support (rela-
tionship behavior) to a higher level (Point C) as shown in
Figure 4.2.
It is important to remember that a leader must be
careful not to delegate too much responsibility too rapidly.
If this is done before the follower can handle it, the leader
may be setting the follower up for failure and frustration
that could prevent that person from wanting to take any addi-
tional responsibility in the future. In addition, a manager
should be warned not to increase socio-emotional support
(relationship behavior) without first getting the desired
performance. In positively reinforcing non-performance,
this manager may be viewed as a "soft touch." Thus the
leader should develop the maturity of followers slowly on
each task that they must perform, using less task behavior
and more relationship behavior as they mature and become
more willing and able to take responsibility. When an
RELATIONSHIP
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individual's performance is low on a specific task, one
must not expect drastic changes overnight.
If the manager (in our example) finds that the fol-
lower is unable to handle that much added responsibility
when she decreases her task behavior to Point B, she might
have to return to a moderate level of direction (where the
follower is able to take responsibility) somewhere between
Points A and B. This new level of task behavior is indi-
cated by Point B 1 in Figure 4.3. If the follower is now
able to be effective at that level, then the manager can
appropriately increase her socio-emotional support (relation-
ship behavior) to Point C 1
. While this level of socio-
emotional support is less than depicted at Point C, it is
appropriate to the amount of task behavior that the follower,
at that time, is able to assume.
As shown in Figure 4.4, this two-step process (cut-
ting back structure and then increasing socio-emotional
support if the follower can respond to that additional re-
sponsibility) tends to continue in small increments until
the individual is assuming moderate levels of maturity.
This continual decreasing of task behavior does not mean
the individual will have less structure but, rather than
being externally imposed by the leader, the structure can
now be internally provided by the follower.
An interesting phenomenon occurs in the developmental
cycle when the high point of the curvilinear function in the
leadership style portion of the model is reached. This is
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where the function crosses the mean or average of task be-
havior
. Past this point, a leader who is appropriately using
leadership style 3 or 4 is supervising people at above average
levels of maturity (M3 and M4)
. At that time the process
changes and becomes one of the leader not only reducing struc-
ture (task behavior) but also, when the followers can handle
their responsibility, reducing socio-emotional support. This
continuation of the successive approximation process is il-
lustrated by the downward steps in Figure 4.5.
Sometimes the question occurs, "Doesn't the reduction
of socio-emotional support mean there is a lack of confidence
and trust between manager and follower (s) ?" In reality
though, when a manager reduces the amount of socio-emotional
support and structure appropriately, this indicates that
there is in fact more mutual trust and confidence between the
leader and the follower (s) for this behavior to be effective.
This suggests that as people change, their motives and need
hierarchy often change too. For example, people who are im-
mature tend to view increased socio-emotional support and
facilitating behavior as positive reinforcement. In fact,
if the leader left them too much on their own, this behavior
would create insecurities and help reinforce fear and anxiety
on the part of the follower (s). As a result, this low rela-
tionship behavior could be perceived as punishment rather
than a reward.
On the other hand, as people move to above average
levels of maturity, they do not require as much "head
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PattinS or psychological stroking. As people become high
on task relevant maturity, one way the leader can demonstrate
confidence and trust in the follower (s) is to leave them more
and more on their own. While socio-emotional support from
the leader tends to be positive reinforcement for immature
people, too much socio-emotional support or relationship
behavior for people at high levels of maturity is not seen
as being a reward. In fact, this supportive behavior is
often seen as being dysfunctional and can be interpreted by
these mature people as lack of confidence and trust on the
part of the leader.
Time and the Developmental Cycle
There is no set blueprint in terms of the amount of
time necessary to mature an individual or group. A manager
may be doing very well to move a group from maturity level 1
to maturity level 2 over a period of eighteen months to two
years. On the other hand, within that group there may be an
individual or several individuals who will mature much more
rapidly than the group as a whole. Thus, time is a function
of the complexity of the job being performed and the perfor-
mance potential of the individual or group. For example,
one might take someone on a specific task through the total
cycle- — from low maturity to extremely high maturity— in a
matter of minutes. And yet, in other tasks with that same
individual, the maturing process may take a much greater amount
of time. In fact, it could take weeks, months or even years
to move through the complete cycle in terms of appropriate
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leadership style from telling (SI) to delegating (S4)
. To
illustrate a short maturing process an example of teaching
a child to tie her shoe may be helpful.
If the child has not made any attempt on her own to
learn to tie her own shoes, this fact may, in a sense, become
a problem to the parent. In that case the parent needs to
provide some high task behavior for the child. Since the
child has not been any more mature than she presently is on
this task, the parent should explain what to do, how to do
it, when to do it and where to do it. In essence, the parent
must mvoe into the early stages of coaching and counseling
by providing the child with a "hands-on experience." As the
child begins to show the ability to do some of those func-
tions, the parent reduces the amount of telling behavior and
increases, to some extent, supportive behavior. "That's
fine! Good! You're getting it!" And perhaps in a matter
of minutes, the behavior of the parent may change from a
"hands-on" highly structured sytle to just being in close
proximity where this adult can provide a moderate amount of
structure, but also high levels of both verbal and non-verbal
supportive and facilitative behavior. In another few minutes
the parent may leave the child to practice on her own while
staying close enough to make an intervention if there should
be some regression. Thus, in a matter of ten to fifteen
minutes, the parent has taken the child in that specific
task of shoe typing from style 1 through styles 2 and 3 to
almost a complete delegation of that function to the child
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in a manner charactaeristic of style 4. This does not mean
that the parent s style with that child should now always
be style 4. It just means that in that specific task (shoe
tying)
,
the most appropriate style to use with that child
is style 4.
We have now discussed how to increase the maturity
level of one's followers. Let's turn at this time, to a
consideration of what has to be done when one's followers
begin, for whatever reason, to decrease in their task rele-
vant maturity.
THE REGRESSIVE CYCLE
A manager may need to make a regressive intervention
when his or her followers are beginning to behave less maturely
than they have in the past. Thus, in a developmental cycle,
a manager is attempting to increase the task relevant maturity
of an individual or group beyond where it has been in the
past. On the other hand, the regressive cycle involves an
intervention that a leader needs to make when an individual
or a group is becoming less effective. Thus, in a regressive
cycle, a manager must use a leadership style appropriate to
the present level of maturity rather than the style that
might have been effective when the individual or group was
at a higher level of maturity.
Decreases in maturity are often the result of what
might be called "high strength competing responses" in the
environment. Other things are competing with the goals of
the leader or the organization and therefore have become
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strength needs to the followers in terms of their be-
havior. Let's look at some examples to get a better idea
how this cycle works
.
While consulting with a large research and develop-
ment laboratory, the author worked with a manager who was
responsible for supervising one of the most motivated scien-
tists on the staff. This scientist was so committed to his
job that, even if this manager went into the laboratory at
eight o'clock in the evening, it was not usual to see light
under his laboratory door. Even on weekends, this scientist
was often found working in the laboratory. He had more
patents and more contributions to the overall program than
perhaps any other single person in the laboratory.
From the author's observations, this manager was
behaving appropriately in using a low relationship-low task
style (S4) for the high maturity level (M4) of this scien-
tist. Thus, rather than operating as that staff member's
supervisor, the manager was behaving more as a representative
of the scientist to higher levels in the organization. His
manager was attempting to maximize the potential of this
staff member by engaging in such "linking pin" activities as
acquiring necessary resources and coordinating his activities
with the activities of other staff members.
Although this staff member was extremely mature in
this organizational setting, the author learned his behavior
was seen in a different light in his interactions with another
organization—his family. In that organizational setting, his
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wife saw his behavior of long hours and weekends at work as
indication that he no longer cared about her and their young
daughter
. So in his wife's eyes he was behaving quite im-
maturely
. As a result, the scientist went home one evening
and found a note from his wife in which she told him that
she had packed her bags and taken their daughter home to her
family. The scientist was shocked by his wife's action since
he had perceived his own behavior quite differently than she
did. He felt he was attempting to provide for his wife and
child all those things he was not able to have as a youngster.
What happened on the job was that now, with these
family problems on his mind, the effectiveness of this scien-
tist began to decrease. It has been said many times that you
should leave your family problems at home and leave your job
problems at work. But the reality of life is that we tend to
carry problems both ways. Problems at home affect our be-
havior in the work environment and problems at work affect
our home environment. This was certainly true in this case.
As his concerns for his family began to take effect, the
performance and corresponding maturity level of this scientist
began to shift from maturity level 4 into maturity level 3 as
shown in Figure 4.6. Although his work emphasized technical
competency, his declining psychological maturity was now
affecting his performance. The scientist didn t seem to be
able to cope with these problems at home. This meant that
to maximize performance his manager had to shift behavior from
style 4 to style 3 to deal with this lowering maturity level
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of a follower (Figure 4.6). As a result, a moderate increase
in direction and structure as well as significant increases
in socio-emot ional support, two-way communication and the
willingness to actively listen and be supportive (relation-
ship behavior) was necessary. At this point, the situation
was still more of a problem to the follower than the leader.
However, the high relationship intervention by the manager
seemed to help the situation.
Once the technical staff member was able to cope
with his problem and put it in perspective, the author no-
ticed it was possible for his manager to move directly back
to Style 4 with this person. This illustrates one of the
basic differences between a developmental cycle and a regres-
sive cycle. In a regressive cycle, once an appropriate
intervention has been made, the leader may often move back
to his or her former leadership style without going through
the process of positively reinforcing successive approxima-
tions. This is because the follower had previously demon-
strated an ability to function at that level.
However, it should be pointed out in this example
that, if the performance of the scientist had continued to
decline, the situation would have clearly become a problem
to both leader and follower and would have demanded an even-
tual shift by the manager to a high task and high relation-
ship style (S2)
.
In another example, a construction engineer was
operating as a project consultant. That is, he had a special
kind of expertise that was useful for a variety of projects-
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As a result, rather than being assigned to a specific pro-
ject, he worked with a half dozen projects at different con-
struction sites. Since his maturity level was extremely high,
his boss was also treating him appropriately in a style 4
manner. Again his supervisor was acting more as a linking
pin with the rest of the organization than as his supervisor.
This style was effective until our engineer began to take
an active interest in golf. As a result of this new high
strength competing response, no longer was anybody able to get
in touch with this project consultant after two o'clock in
the afternoon. It took several months for his boss to make
this discovery since his co-workers just assumed that he was
at one of the other construction sites. The supervisor fin-
ally became aware of this engineer's behavior and discovered
that his activity on the golf course was causing problems
with the construction progress at some of the sites. As a
result, the maturity level of the project consultant in
terms of the accomplishment of organizational goals had moved
from maturity level 4 to maturity level 1, particularly from
2 to 5 p.m. Thus, it became appropriate for the supervisor
to shift his leadership style from S4 to SI to deal with this
drastic change in maturity. What might be called a disciplin-
ary intervention was necessary to redefine roles and expecta-
tions for the project consultant. Once this was done, if the
manager was able to unfreeze this new pattern of his subor-
dinate, he might be able to shift his style back to S4. This
is possible, once again, because this subordinate had been
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highly mature before. Thus, if may not be necessary for the
manager to positively reinforce successive approximations
before he moves back to the previous appropriate style used
this consultant. This is much like the story about the
mule and the two-by-four. Often in a disciplinary interven-
tion all a manager has to do is get the attention of his
follower (s) to get them moving back in the right direction.
The Emotional Level of
an Intervention
In making an intervention with one's followers, it
is important for managers to consider how emotional they
should be. If managers are making a developmental inter-
vention (in other words, they are attempting leadership with
people who have never been any more mature on a particular
task than they are now)
,
they should try to control their emo-
tions and be fairly "low key." One of the problems that peopl
have in understanding Situational Leadership Theory is their
assumption that whenever leaders are making a high task-low
relationship intervention (SI) they need to raise their voice,
holler, scream and yell. That behavior is often unnecessary.
Managers can do a lot of telling what to do, where to do and
how to do it without losing control of their emotions. And
this is appropriate when they are attempting to engage in a
developmental cycle. If they intervene with too much emotion,
they often frighten insecure people to the extent that these
people become less and less willing to try on new behavior.
back into themselves psychologically andThey may regress
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then it becomes more difficult to draw them out. On the
other hand, if a manager is making a disciplinary interven-
tion (the most common form of the regressive cycle) it some-
times becomes appropriate to be more emotional and even
display anger to a moderate level. Although in a disciplin-
ary intervention, a leader wants to get people's attention,
the author says use a "moderate level" of emotion or anger
because, in many cases, there is a tendency for too much
emotion to become dysfunctional even in a disciplinary cycle.
Let's look at an example.
Suppose a young boy in the second grade has good
skills in math and relatively good skills in sciences but
has a real problem in reading. Although he has this problem
in reading, he is promoted on to the third grade because of
his other skills. When the third grade teacher begins to
see that Johnny is not able to read at the level of the
other kids, she may become frustrated. She assumes that be-
cause Johnny is in third grade he can read at that grade
level. Thus, the teacher often attempts to deal with his
reading problem by making a disciplinary intervention "What s
the matter with you, Johnny? You're not reading the way you
can? It looks to me like you are lazy!" This disciplinary
intervention is quite emotional. Since Johnny never has
been at any higher level of maturity in terms of reading,
this kind of intervention may actually increase the proba-
bility that he will further regress into himself and lose
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interest in reading and be less and less willing to grow and
develop in this area. Reading now represents higher levels
of anxiety; it begins to be less probable that the teacher
will be able to motivate Johnny in this area. An appropriate
intervention would have been a developmental cycle where the
teacher increased structure but with little emotion.
This increased structure might take the form of
attentional reading periods, closer supervision in terms of
making sure Johnny is using the reading period appropriately,
and periodic follow-up to audit his progress. All these
activities though should be characterized by a low emotional
level that will not frighten Johnny or provide an environ-
ment where his anxieties become high. Thus, a leader should
be careful not to be too emotional when the individual or
group being disciplined really does not have motivation or
ability to do the task in the first place. Making an emo-
tional disciplinary intervention when a developmental inter-
vention is required may have damaging results.
The Importance of Timing
Interventions
When followers begin to behave in less mature ways
than they have in the past, the timing of the intervention is
a key factor in determining how quickly these new inappro-
priate behaviors can be extinguished by the manager. Ex-
perience has shown that the longer a manager waits to make
an intervention to correct inappropriate behavior, the farther
back through the cycle of leadership style he or she will have
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to move. Thus, there is a higher probability that an SI
intervention will have to be made. Take our example of the
construction engineer working as a project consultant. If
his supervisor had discovered his golfing pattern earlier he
could have possibly intervened with leadership style 3 or 2.
But the mere fact that it took him months to discover this
new behavior on the part of the project consultant, forced
him to use a highly structured style 1 intervention when he
finally found out.
This phenomenon of delaying one's intervention
probably happens most often in the family where there is a
high emotional attachment between the parent and the child.
Because they care about their children and want them to have
fun and enjoy themselves, parents often "look the other way"
when the child's behavior is inappropriate. Hoping the prob-
lem will terminate somehow on its own, they often wait months
before making an intervention. When the intervention is fin-
ally made, the parents tend to be angry and "at the end of
their rope." Since they can no longer tolerate the situation,
it is predictable that they will make a much harder inter-
vention than would have been necessary or appropriate much
earlier in time. One of the residue problems that can occur
from this kind of intervention is the creation of anxiety,
frustration and resentment which is difficult to overcome.
CHANGING MATURITY THROUGH
BEHAVIOR MODIFICATION
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Consider the behavior of Tony, a new employee right
out of high school who can be described as a very aggressive
and competitive individual. During his first day on the job,
he argues over tools with another young employee. His
manager is unsure of what should be done. Should Tony be
reprimanded, left alone or fired? A look at the concepts
of Behavior Modification Theory should provide some clues
as to the answer to the problem.
In the discussion of the developmental cycle, the
author made reference to Behavior Modification and, in parti-
cular, the concept of positively reinforcing successive
approximations. This section shall elaborate on some other
concepts from this behavioral science field and attempt to
show how these concepts provide guidelines for changing
one’s leadership style with shifts in maturity . 2
Behavior Modification Theory is based on observed
behavior and not on internal unobserved emotions, attitudes
or feelings. Its basic premise is that behavior is controlled
by its immediate consequences
.
Behavior can be increased,
suppressed, or decreased by what happens immediately after
it occurs. Because probabilities are difficult to work
with, we use observations of the future frequency of the
behavior as a measure of the effectiveness of a consequence.
Five of the major concepts of reinforcement that help one
to make behavioral changes are: positive reinforcement,
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punishment, negative reinforcement, extinction, and schedule
of reinforcement.
Positive Reinforcement
Positive reinforcement is anything that is desired
or needed by the individual whose behavior is being rein-
forced. "A positive reinforcer will strengthen the response
it follows and make that response more likely to reoccur ." 3
For the desirable behavior to occur, the reinforce-
ment must immediately follow the response. Reinforcement
at a later time will often be of less help in making the
desired behavioral change.
When thinking about this concept of positive rein-
forcement managers should remember that reinforcement
depends on the individual. What is reinforcing to one person
may not be reinforcing to another. Money may motivate some
people to work harder. But to others money is not a posi-
tive reinforcer; the challenge of the job might be the most
rewarding aspect of the situation. Also the same individual
at different times will be motivated by different things
depending on his or her present need satisfaction. So while
at one time an individual might respond to praise as a rein-
forcer, at another time that same individual might not re-
spond to praise but be eager for more responsibility. Thus,
managers must recognize the dangers of over-generalizing and
not only look for unique differences in their people but also
be aware of the various fluctuations in need satisfaction
within a single person.
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For a desirable behavior to be obtained, the slight-
est appropriate behavior exhibited by the individual in that
direction must be rewarded as soon as possible. This is
the basic premise for the concept of reinforcing positively
successive approximations of a certain response. For ex-
ample, when an individual's performance is low, one cannot
expect drastic changes overnight, regardless of changes in
your expectations for the individual or the type of rein-
forcers (rewards) used.
Similar to the child learning some new behavior, we
do not expect polished performance at the outset. So, as
a parent, teacher, or supervisor we use positive reinforce-
ment as the behavior approaches the desired level of perfor-
mance. Managers must be aware of any progress of their
subordinates, so that they will be in a position to reinforce
this change appropriately.
This strategy is compatible with the concept of
setting short-term goals rather than final performance cri-
teria and then reinforcing appropriate progress toward the
final goal as interim goals are accomplished. In setting
these goals it is important that they be programmed to be
difficult but obtainable so that the individual proceeds
along a path of gradual and systematic development. Even-
tually this individual reaches the point of a polished
performance
.
The type of consequence individuals experience as
a result of their behavior will determine the speed with
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which they approach the final performance. Behavior con-
sequences can be either positive (money, praise, award,
promotion), negative (scolding, fines, layoffs, embarrass-
ment), or neutral. The difference between these two conse-
quences is important to reiterate. Positive consequences
tend to result in an increase in the rewarded behavior in
the future. Negative consequences, as you will discover
in the discussion of punishment, merely disrupt and suppress
on-going behavior. Negative consequences tend to have
neither a lasting or sure effect on future behavior.
Punishment and Negative
Reinforcement
Punishment is the use of a negative consequence to
weaken the response it immediately follows; that is, prevent
the occurrence of that behavior. It is a stimulus that an
individual "will reject, if given a choice between the pun-
ishment and no stimulus at all ." 4 While punishment sup-
presses the behavior that brought it (the punishment) on,
negative reinforcement strengthens the response (s) that
eliminates the punishment.
An example of both punishment and negative rein-
forcement may be helpful. Suppose whenever a manager brings
her work group together to share some new information with
them, Bill, one of her subordinates, usually pays little
attention and often talks to people around him. As a result
he is uninformed and his manager is irritated. The manager
decides to punish Bill’s whispering behavior by stopping in
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the middle of a sentence and looking at Bill whenever she
sees him talk. The unexpected silence (a negative conse-
quence) causes the whole work group to focus on what stopped
the manager's sharing of information (Bill's talking). The
silence from the manager and all eyes on him are uncomfort-
able to Bill (punishment)
. He stops talking and starts
listening to his manager resume sharing information. His
manager s use of a negative consequence or punishment (si-
lence and look) has weakened and suppressed his whispering
behavior. At the same time it has operated as negative re-
inforcement in strengthening his listening, the behavior
that took the punishment away (his manager stops looking
and starts talking)
.
It is important to remember that a manager has to
be careful in using punishment because he or she does not
always know what a person will do when punished. For example,
suppose a manager reprimands A1
,
one of his subordinates
for sloppy work. If A1 settles down, figures out what he
has done wrong, and begins working carefully (negative re-
inforcement), the punishment has been helpful. After having
this good experience in "shaping up" A1 , the manager might
try the same technique with Mary, another employee, who is
doing sloppy work. But rather than the punishment (reprimand)
getting Mary to behave more carefully, her work becomes worse,
and she begins to become disruptive in other areas. Thus,
while A1 shaped up with a reprimand, Mary became more
troublesome after the same intervention from her manager.
145
Another important point to keep in mind when using
punishment is that punishment shows one what not to do but
does not show one what to do. This was vividly pointed out
by John Huberman in a case study 5 about a Douglas-fir plywood
mill in which the management had continually used punitive
measures to deal with sloppy workmanship and discipline
problems. While punishment seemed to stop the inappropriate
behavior for the moment, it seemed to have little long-term
effect. When top management finally analyzed the system
during the preparation for the doubling of its capacity,
they were amazed that
:
. . . not a single desirable result could be de-
tected
.
The people who had been disciplined were
generally still among the poorest workers; their
attitudes was sulky, if not openly hostile, and
they seemed to be spreading this feeling among
the rest of the crew . 6
This reality and the findings that "857o of all those
who entered the local prison returned there within three
years of their release . . . " 7 made management seriously
question their system. Eventually they worked out a new and
highly effective system which Huberman called "Discipline
without Punishment." One of the main ingredients of the new
approach was that rather than a punitive approach to unsatis-
factory work or a discipline problem, a six step process
was initiated that clearly spelled out appropriate behavior
and placed "on the employee the onus" of deciding whether he
wished (or was able) "to conform to the requirements of a
particular work situation ." 8
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As this illustrates, it is essential when making a
disciplinary intervention that task behavior follows im-
mediately. That is, once an intervention has been made,
the manager must identify the new behavior that is to re-
place the undesired behavior. Only when that occurs can
positive reinforcement be used to increase the likelihood
of the new behavior reoccurring.
Extinction
When reinforcement is withheld after a behavior
occurs, the behavior is said to be on extinction. Punish-
ment tends only to suppress behavior, extinction tends to
make it disappear. To extinguish a response, nothing must
happen as a result of behavior. For example, suppose a
child finds that whenever she stomps up and down and cries,
she gets the attention of her parents and usually receives
something that she wants, like a cookie. Now, if her parents
don't want that kind of behavior, they could extinguish it
by not responding to the child (either in a positive or
negative way) whenever she engages in that behavior . After
a while, when the child sees that her stomping and crying
behavior does not get her anything, this behavior will tend
to decrease. People seldom continue to do things that do
not provide positive reinforcement.
While extinction can help eliminate undesirable
behavior, one should be careful not to use extinction when
it is not intended. Let's look at our example of A1 again.
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Imagine that A1 has adjusted pretty well to his
setting. He works carefully and neatly, because that is
what pays off. But suddenly, the boss stops rewarding him
for neat work. A1 goes for maybe a week or two weeks work-
ing neatly with no reward. He may not be able to tell us
what is different, but gradually his behavior gives us a
clue. He soon begins to try other behaviors. He becomes
less careful and neat. If the former negative consequences
(punishment) are also withheld, we see that within days he
has reverted to his earlier behavior pattern. In essence,
neatness and carefulness have been extinguished. As stated
earlier, people seldom continue to do things that do not
provide positive reinforcement, either through external re-
ward or internal satisfaction. In A1 ' s case he does not
yet find working carefully or neatly as rewarding in itself.
The intervention by his manager helped his task maturity but
he is not psychologically mature enough in this job (and he
may never become so if it is a boring and unsatisfying job)
to be left alone and not periodically reinforced for his
neatness and carefulness.
In addition to its effect on the continuation of a
particular behavior, extinction can also sometimes have an
emotional impact on that behavior. We could predict, for
example with an excellent chance of being correct, that A1
will likely become surly, he may complain more than before,
or he may have problems getting along with his co-workers.
Emotional behavior usually accompanies extinction in
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performance when expected reinforcement or former punish-
ment are withheld.
Parents often have problems with extinction when
they don t realize what they are doing and tend to pay
attention to their kids only when they are behaving poorly.
When the children are behaving appropriately, they may pay
little or no attention to them, which in a sense puts that
behavior on extinction. If a child wants attention from his
parents (it is rewarding to him)
,
he may be willing to endure
what the parent thinks is punishment for that attention. So,
in the long run, the parents might be reinforcing the very
behavior they do not want and extinguishing more appropriate
behavior
.
Leaders in all kinds of settings must be careful of
the possibility of positively reinforcing inappropriate be-
havior and yet it happens all the time. Have you ever
given a crying child a piece of candy? "Don’t cry dear.
Here’s some candy." It works. The child eats the candy and
stops crying. But does it really work? Behavior Modifica-
tion Theory suggests the next time the child wants a piece of
candy (or your attention) he knows exactly how to get it
by crying. You have made the mistake of positively rein-
forcing inappropriate behavior . 9
This phenomenon does not just happen at home but is
very common in the world of work. For example, a manager s
work group had responded well to her high task-low relation-
ship behavior of always spelling out tasks specifically and
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dealing firmly with anyone who did not demonstrate appro-
priate behavior. Now suddenly this behavior is not achieving
results and her followers are being disruptive and making
unreasonable demands on her. What should the manager do?
The first impulse of most managers is to think "maybe I've
been too hard on them" and begin to give into their demands.
While maybe she should have increased her relationship be-
havior earlier and moved to a high task-high relationship
leadership style, if she does it now she may be positively
reinforcing behavior that she does not want, i,.e.
,
everytime
her people want something they become disruptive. Positively
reinforcing inappropriate behavior generally results in more
unwanted behavior.
When to Use Punishment
or Extinction
In essence, what we are saying, is that leaders must
think before they behave because they never know what they
may or may not be reinforcing. This is particularly true
when it come to using punishment and extinction. And yet,
these can be useful concepts that managers can learn to use
effectively for unfreezing inappropriate behavior so that
they can begin to positively reinforce more desirable
behavior. It should be remembered though, in using punish-
ment or extinction it is important to know what behavior
you want to change and communicate that in some way to the
person (s) with whom you are working. To determine when to
use punishment and when to ignore (extinguish by withholding
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reinforcement)
,
managers need to estimate how long the un-
desirable behavior has been occurring. If the behavior is
new, ignoring it (extinction) may get results and cause a
person to abandon an inappropriate behavior. But if the
behavior has been occurring for some time, it may be neces-
sary to suppress this behavior through some form of punish-
ment until some desirable behavior has a chance to become
strong enough as a result of positive reinforcement to
replace the undesirable behavior. The larger reservoir
of past experience that a person has in a particular be-
havior, the more difficult the behavior is to change, and
thus, the harder the initial intervention may have to be
before positive reinforcement is used to strengthen a com-
peting response.
Table 4.1 summarizes how behavior is influenced
depending on whether the consequence of it is positive
reinforcement, punishment or extinction.
TABLE 4.1
TYPE OF CONSEQUENCE HOW BEHAVIOR IS INFLUENCED
Positive Reinforcement Tends to increase or streng-
then the behavior it follows
Punishment Tends to decrease or weaken
the behavior it follows
Extinction Tends to decrease or weaken
the behavior it follows
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Schedule of Reinforcement
Once a manager has someone engaging in a new be-
havior, he or she should be concerned that the new behavior
does not get extinguished over time. To insure this not
happening, reinforcement must be scheduled in an effective
way
. There seem to be two main reinforcement schedules
:
continuous and intermittent
.
1
^ Continuous reinforcement
means that the individual being changed is reinforced every
time he or she engages in the desired new pattern. With inter-
mittent reinforcement, on the other hand, not every desired
response is reinforced. Reinforcement either can be com-
pletely random or can be scheduled according to a prescribed
number of responses occurring or a particular interval of
time elapsing before reinforcement is given. With continuous
reinforcement, the individual learns the new behavior
quickly; but if the environment for that individual changes
to one of nonreinforcement, extinction can be expected to
take place relatively soon. With intermittent reinforce-
ment, extinction is much slower because the individual has
been conditioned to go for periods of time without any rein-
forcement. Thus, for fast learning a continuous reinforce-
ment schedule should be used. But once the individual has
learned the new pattern, a switch to intermittent reinforce-
ment should insure a long-lasting change.
Let's return to our case of Tony, the new employee
who, during his first day on the job, argues over tools
with another employee. To make sure a manager would not
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still be unsure about wbat to do with Tony's behavior and
to summarize our discussion of Behavior Modification, some
steps that a manager can use in attempting to change some-
one's behavior, will be presented. 11
Step 1: Identify (for yourself and then with Tony) the
behavior to be changed and the new behavior
that is to replace the old and discover what
Tony would consider to be positive reinforce-
ment and punishment. Devise a strategy to get
the new behavior and determine the way you
will positively reinforce it.
Step 2: Attempt to find out whether the old behavior
(arguing over tools) is such a strong behavior
that you need to suppress it through punish-
ment or whether it is a new enough behavior
that a lack of any kind of reinforcement will
extinguish it. If you decide to use punish-
ment, determine what it will be. Remember
this punishment could operate as negative
reinforcement and thus strengthen the behavior
that removes the punishment. So be careful!
Step 3: Develop a strategy to get Tony to practice the
new behavior and positively reinforce it on a
regular schedule. As soon as Tony has prac-
ticed the new behavior so it is more likely
to occur than the old behavior, change to an
intermittent schedule of reinforcing the new
behavior (make the intervals between reinforce-
ment increasingly long) so that new behavior
will resist extinction.
In examining these steps, one could get the impression
that the manager is dominating the process with little if
any involvement from Tony. According to Situational Leader-
ship Theory this may be appropriate in working with people
at low levels of maturity, such as a new inexperienced employee
like Tony. But, as the maturity level of the people that a
manager supervises begins to increase, this process of change
becomes much more of a collaborative process. As we will
discuss in the sections on contingency contracting and
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contracting for leadership style, the extent of involvement
of subordinates in the change process will vary from situa-
tion to situation.
CONTINGENCY CONTRACTING
An interesting way to further integrate Behavior
Modification with Situational Leadership Theory is to ex-
amine the work of Lloyd Homme 12 on contingency contracting
in the classroom. According to Homme, one of the major
problems facing educators and parents over the years has
been motivating children
to perform tasks, whose desirability was determined
by these adults. Traditionally, negative contingen-
cies have been favored to achieve this goal. In
other words, the adult imposes a kind of "contract."
The contract in such cases is: "in order to avoid
punishment, you must perform such and such a task ."13
The method that Homme advocates is positive contingencies , 14
"The contract in this case takes the form: 'As soon as you
demonstrate that you have learned a little more, you may
do something which is even more enjoyable .'" 15
The helpful aspect of this concept of positive con-
tingencies for teachers is that in order to decide what can
be used to reinforce children, they need only to observe
what these children choose to do when given the opportunity
and use this activity as the reinforcer.
The ultimate goal of contingency contracting is
shifting one's followers to self-management, so they can
assume responsibility for motivating their own behavior.
As Homme has argued:
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The reason for bringing up the "ultimate objectives"
j “?
time is to reassure those teachers who maybe dubious about the whole idea of motivation manage-m
^
nt • They may be saying to themselves, "Students
should be motivated by a desire to succeed, not bythe promise of a reward," or "This sounds likebribery to me." Or the teacher may be thinking, "If
I apply contingency contracting systematically now,
won t the child grow up expecting rewards for every
little thing he does?" Although the writers of this
program had similar concerns in the past, experiences
have proven otherwise. Children who participate in a
program of systematic contingency management turn
out to be happy, eager- to-learn children for whom
learning itself becomes one of the most rewarding,
experiences
.
1
6
Although Homme has focused most of his attention on
schools, the concepts he has developed appear to be quite
relevant to people in leadership positions regardless of
the organizational setting. In our discussions of contin-
gency contracting, we will use the general terms of leader
or manager and follower(s) or subordinate (s)
,
when Homme
might be referring to teachers and children.
Types of Contingency Contracting 1
7
What Homme does with contingency contracting is to
present a system which analyzes ways to lead followers
toward self-management through successive approximations.
According to his work, there are five types of contingency
contracts, depending on whether the terms of the contract
are determined by a leader, the follower or in a number of
transitional possibilities, by both the leader and the
follower
.
In leader-controlled contracting, the task(s) to
be performed by the follower and the reinforcement for doing
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that task are determined by the leader, who may be a mana-
ger
,
teacher, parent or someone else in a position to de-
liver rewards for accomplishment. The leader presents this
contract to the follower; the follower accepts the contract
and performs the task(s)
. When the performance occurs the
leader delivers the reward.
If the follower performs well under leader-dominated
contracts, the first transitional step which follows is
partial control by follower contracting. In this type of
contract, the follower either (1) assumes joint control
with the leader over the reinforcement to be given, while
the manager retains full control of determining the task
to be accomplished, or (2) assumes joint control with the
leader in determining the task to be accomplished, while
the leader retains full control over the reinforcement to
be given.
If the follower performs well under both these forms
of partial control by follower contracting, the second tran-
sitional step which follows is equal control by leader and
follower contracting. In this type, the leader and follower
either share joint determination of both task(s) and rein-
forcement or the leader retains control over one of the two
areas while the follower assumes control over the other area.
If the follower performs well under all three of
these forms of equal control contracts , the third transi-
tional step which follows is partial control by leader con-
tracting. In this type, the follower either has full control
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over task(s) or reinforcement and shares joint control with
the leader over the other.
And finally, if the follower performs well under
both these forms of partial control by leader contracting
,
the final step (and ultimate goal) which is now appropriate
is follower-eontro lied contracting. In this type, both the
task (s) to be performed and reinforcement to be received
are determined by the follower. The follower accepts his
or her own contract, performs the task(s) and delivers self-
reinforcement
.
In using reward in contracting, the same basic con-
cepts discussed in terms of positively reinforcing succes-
sive approximations of a desired behavior should be utilized. 18
That is, initial contracts should call for and reward im-
mediately small bits of behavior (approximations) after they
occur. Homme stresses that the contract should call for and
reward accomplishment rather than obedience. In addition,
proper contracting must be fair (the task and the reward
given for performance must be of relatively equal weight)
,
honest (carried out immediately and according to the terms
specified)
,
stated in clear and positive terms and used
systematically.
Contingency Contracting and
Situational Leadership Theory
The five steps in contingency contracting can be
integrated in Situational Leadership Theory. As shown in
Figure 4.7 the following interrelationships can be drawn:
RELATIONSHIP
BEHAVIOR-Hhigh)
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EFFECTIVE STYLES
Fieure 4 . 7 . Contingency Contracting and
Situational Leadership Theory
MATURITY
STYLE
of
Follower(s)
of
Leader
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1. Leader-dominated contracting appears to be con-
sistent with Leadership Style 1 (high task-low
relationship behavior) and appropriate to use
with a follower of low maturity on a specific
task.
2. Partial Control by follower contracting appears to
be consistent with Leadership Style 2 (high task-
high relationship behavior) and appropriate to use
with a follower of low to moderate maturity on a
specific task.
3. Equal Control by Leader and Follower Contracting
appears to be consistent with Leadership Styles 2
and 3 (high task-high relationship and high rela-
tionship-low task behavior) and appropriate to
use with a follower of moderate maturity on a
specific task.
4. Partial Control by Leader Contracting appears to
be consitent with Leadership Style 3 (high relation-
ship-low task behavior) and appropriate to use with
a follower of moderate to high maturity on a speci-
fic task.
5. Follower-Dominated Contracting appears to be con-
sistent with Leadership Style 4 (low relationship-
low task) and appropriate to use with a follower
of high maturity on a specific task.
As can be seen through this integration of contin-
gency contracting with Situational Leadership Theory, the
contracting process can be an effective means of establish-
ing a relationship between a leader and follower in which
the appropriate leadership style to be used with that follower
can be determined. This process can either be formally esta-
blished in the organization or informally negotiated between
leader and follower. A similar contracting process developed
by Hersey and Blanchard 19 has become a recent addition to a
widely used formal superior-subordinate negotiation system
referred to as "Management by Objectives (MBO)
.
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WHAT'S MISSING IN MBO?
Of all the management concepts and techniques which
have been developed over the past several decades, few
have received such widespread attention as Management by
Objectives (MBO). The concepts behind MBO were introduced
by Peter Drucker 20 in the early 1950 's and have become
popularized throughout the world particularly through the
efforts of George Odiorne 21 and John Humble. 22 Through
their work and the efforts of others, 23 managers in all
kinds of organizational settings, whether they be industrial,
educational, governmental or military, are attempting to
run their organizations with MBO process as a basic underlying
management concept. While theoretically MBO offers tremen-
dous potential as a participatory management approach, prob-
lems have developed in implementation. Consequently,
many attempts have been made to utilize MBO but effective
implementations have occurred. As a result, success stories
do not occur as often as anticipated by theorists who have
written about MBO or practitioners who have applied it.
One reason is that often the role of the leader in helping
his or her subordinates accomplish objectives is not clearly
defined in MBO.
Contracting for Leadership Style
What often happens in the MBO process is that once
a superior and subordinate have negotiated and agreed
upon
goals and objectives for the subordinate, the superior may
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or may not engage in the appropriate leader behavior that
will facilitate goal accomplishment for the subordinate.
For example, if the superior leaves the subordinate com-
pletely alone, the superior will be unaware until the next
interim check period that this low relationship-low task
leadership style is appropriate for accomplishing objectives
in areas where the subordinate has had significant exper-
ience, and yet inappropriate when the subordinate lacks
sufficient technical skill and know-how in a particular
area. Conversely, if, after negotiating goals and objec-
tives, a leader continually hovers over and directs the
activities of the subordinates this high task-low relation-
ship style might alienate subordinates working in areas
where they are competent and capable of working alone.
Problems may occur when a superior uses too much of any one
style
.
In terms of Situational Leadership Theory, once a
superior and subordinate have agreed upon and contracted
certain goals and objectives for the subordinate, the next
logical step would be a negotiation and agreement about
the appropriate leadership style that the superior should
use in helping the subordinate accomplish each one of the
objectives. For example, an individual and his or her boss
may agree on five objectives for that individual for the
year. After this agreement, the next step would be the
negotiation of leadership style. In areas where the subor-
dinate is experienced and has been successful in accomplishing
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similar objectives over a period of time, the negotiated
leadership contract might be for the boss to leave the
subordinate on his or her own. In this case, rather than
directing and closely supervising the subordinate, the role
of the boss would be to make sure the resources necessary
for goal accomplishment are available and to coordinate
the results of this project with other projects under his
or her supervision. With another goal, the subordinate
might be working on a new project where he or she has very
little experience while the boss does have some expertise
in this area. In this case, the subordinate and superior
might negotiate significant structure, direction and super-
vision from the boss until the subordinate is familiar with
the task. To accomplish all the goals, a variety of leader-
ship styles may be appropriate at any given time depending
upon the subordinate maturity in relation to the specific
task(s) involved
.
Two things should be emphasized in discussing the
negotiation of leadership style. First of all, it should be
an open contract. Once style has been negotiated for accom-
plishing a particular goal, it can be opened for renegotia-
tion by either party. For example, an individual may find
on a particular task, that working without supervision is
not realistic. At this point, the subordinate may contact
his or her boss and set up a meeting to negotiate for more
direction from the boss. The superior, at the same time,
may gather some data that suggests the style being used
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with an individual on a particular task is not producing
results. The boss in this case can ask for a renegotia-
tions of style.
Secondly, when a boss-subordinate negotiation over
leadership style occurs, it implies a shared responsibility
if goals are not met. For example, if a subordinate has
not accomplished the agreed upon goals and the leader or
boss has not provided the contracted leadership style or
support, this data then becomes part of the evaluation of
both people. This means that if a boss has contracted for
close supervision, he or she cannot withhold help from a
subordinate (even though the boss may be busy on another
project) without sharing some of the responsibility for
lack of accomplishment of that goal.
An Example— Contracting for
Leadership Styles in a School
Integrating the negotiation of leadership styles
with Management by Objectives is a new concept but is al-
ready meeting with some initial success in industrial and
educational settings. An example of some interesting re-
sults of this process occurred in an elementary school in
the eastern part of Massachusetts. In many school systems,
the principal of a school is required by school policy to
visit each of his or her classrooms a certain number of
times each year. This visitation policy is dysfunctional
for principals who recognize that their teachers vary in
their experience and competence and therefore have varying
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needs for supervision from the principal. If a principal
decides to schedule visitations according to his or her
perception of the competence of the teachers, problems
often occur with teachers at either end of the extreme.
Left alone, a highly experienced teacher may be confused
by the lack of contact with the principal and may even in-
terpret it as a lack of interest. At the same time, an
inexperienced teacher may interpret the frequent visits of
the principal as a sign of lack of trust and confidence.
In both cases, what the principal does may be interpreted
as negative by the teachers
.
These problems were eliminated in this elementary
school when the principal shared Situational Leadership
Theory with the staff and then proceded to negotiate what
the principal's leadership style should be with each of the
teachers. It was found that when low relationship-low task,
"hands off" leadership style was negotiated between the
principal and a teacher because both agreed that the teacher
was capable of working on his or her own, infrequent visits
from the principal were perceived by the teacher as a reward
rather than a punishment
.
The same thing held true at the other end of the
continuum. It was found that when negotiation for leader-
ship style took place with an inexperienced teacher who
realized that the system was designed to help teachers learn
to work on their own, the teacher was less reluctant to share
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anxieties about certain aspects of his or her teaching. If
the negotiation led to initial close supervision and direc-
tion, the teacher was able to view this interaction as posi-
tive not punitive because it was a temporary style and
demonstrated the principal's interest in helping the teacher
to operate on his or her own.
In summary, establishing objectives and reaching con-
sensus over performance criteria in a traditional MBO pro-
gram tends to be appropriate for working with subordinates
of moderate maturity. If this negotiation procedure is com-
bined with a similar process for negotiating the appropriate
leadership style that a manager should use to facilitate
goal accomplishment in a specific task area, this additional
procedure may help to make the process of MBO more of a
developmental process which can be effective in working
with all levels of maturity.
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CHAPTER V
PERSONAL FEEDBACK AND SELF- DEVELOPMENT
In the beginning of Chapter II on "Leader Behavior"
you had an opportunity to complete the Leader Effectiveness
and Adaptability Description (LEAD)
.
1 Now that you have
been given theoretical frameworks to help you understand
and interpret your responses to that instrument, you will
have an opportunity in this chapter to score and profile
your own LEAD-Self data. During this process you will re-
ceive feedback on what your data means and what implications
that data may have for self-development
.
The LEAD developed by Hersey and Blanchard was de-
signed to measure three aspects of leader behavior:
(1) style, (2) style range and (3) style adaptability. It
is important to remember that the instrument you completed
was the LEAD-Self which measures your self-perception of
how you behave as a leader. Thus, the data from your LEAD-
Self may or may not reflect your actual leadership style
depending on how close your perceptions are to the percep-
tions of others.
It is for this reason that LEAD-Other instruments
have also been developed to reflect the perceptions of
your subordinates, superior (s), and peers or associates.
2
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Comparing one's self-perception of leadership style with
the perceptions of others can be very useful. This shall
be discussed further, later in the chapter.
SCORING LEAD- SELF
Please turn back to Chapter II and your responses
to the LEAD-Self as we begin the process of scoring your
instrument
.
Leadership Style and
Style Range
Your perception of your leadership style and style
range on the LEAD-Self can be determined by circling in
TABLE 5,1, the letter of the alternative action you chose
for each situation and then totaling the number of times
an action was used in each of the four sub-columns. The
alternative action choices for each situation are not dis-
tributed alphabetically but according to what style quadrant
a particular action alternative represents.
Sub-column totals from TABLE 5.1 (Style and Style
Range) can be transferred to the basic styles portion of
the Tri-Dimensional Leader Effectiveness Model presented
in Figure 5.1. The column numbers correspond to the style
numbers of the model as follows:
Sub-column (1) - alternative action choices
describe (Style 1) , High Task/
Low Relationship Behavior.
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(Style Range)
Alternative Actions
(i) (2) (3) (4)
1 A c B D
2 D A C B
3 C A D B
in
4 B D A C
£
O
5 C B D A
H
6 B D A C
<
D
7 A C B D
H
—
«
8 C B D A
in 9 C B D A
10 B D A C
11 A C B D
12 C A D B
Sub-columns (i) (2) ( 3 ) (4 )
TABLE
5.1
DETERMINING
SELF-PERCEPTION
OF
LEADERSHIP
STYLE
AND
STYLE
RANGE
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Figure 5.1. The Tri-Dimensional Leader Effective-
ness Model for Self-Scoring LEAD.
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Sub-column (2) - alternative action choices
describe (Style 2)
,
High Task/
High Relationship Behavior.
Sub-column (3) - alternative action choices
describe (Style 3), High Relation-
ship/Low Task Behavior.
Sub-column (4) - alternative action choices
describe (Style 4) , Low Relation-
ship/Low Task Behavior.
Enter the totals associated with each of the four
basic leadership styles in the boxes provided in Figure 5.1.
Determining Style Adaptability
The degree of style adaptability or effectiveness
which you indicate for yourself as a leader can be theoret-
ically determined by circling on TABLE 5.2 the score given
each alternative action choice and then calculating the
total score as indicated.
The weighting of a 4-2 to -2 is based on Situational
Leadership Theory. The leader behavior with the highest
probability of success of the alternatives offered in the
given situation is always weighted a 4-2. The behavior with
the lowest probability of success is always weighted a -2.
The second best alternative is weighted a 4-1 and the third
is -1
.
After determining your total score on style adapta-
bility or effectiveness you can integrate this score into
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the Tri- Dimensional Leader Effectiveness Model by placing an
arrow ( ) in Figure 5.1 along the ineffective (-1 to -24) or
effective (+1 to +24) dimension of the leadership model that
corresponds to your total score from TABLE 5.2.
You have now had an opportunity to score your LEAD-
Self. Before we give you any feedback on your data, we
think it is important for you to understand the design of
the instrument so that you will have a better insight into
what the data actually means.
DESIGN OF THE LEAD- SELF
The LEAD-Self instrument, which you responded to at
the beginning of Chapter II, gave you twelve situations in
which you were asked to select from the four alternative
leader behaviors the style which you felt would be most
representative of your behavior in that type of situation.
The twelve situations were differentiated in the following
ways :
1. Three situations involved groups of low maturity (Ml).
2. Three situations involved groups of low- to-moderate
maturity (M2)
.
3. Three situations involved groups of moderate-to-
high maturity (M3)
.
4. Three situations involved groups of high maturity (M4) .
For each of the situations, you were presented with
a choice among four alternative actions— a high task-low
relationship behavior (SI)
,
a high task-high relationship
behavior (S2)
,
a high relationship-low task behavior (S3)
,
and a low relationship-low task behavior (S4)
.
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ALTERNATIVE ACTIONS
A B c D
SITUATIONS
1 + 2 -1 4-1 -2
2 + 2 -2 4-1 -1
3 + 1 -1 -2 +2
4 + 1 -2 4-2 -1
5 -2 + 1 + 2 -1
6 -1 + 1 -2 4-2
7 -2 + 2 -1 4-1
8 + 2 -1 -2 4-1
9 -2 + 1 + 2 -1
10 + 1 -2 -1 + 2
11 -2 + 2 -1 4-1
12 -1 + 2 -2 +i
SUB-
TOTAL H -1 4-
CM
in
W
PQ
<
Eh
TOTAL
DETERMINING
STYLE
ADAPTABILITY
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Therefore, if each time you selected the high prob-
ability leader behavior or style (the +2 choice) based on
Situational Leadership Theory you would have had a +24 on
the effectiveness dimension and the following mixture of
responses as shown in Figure 5.2.
!• Three leadership style 1 choices appropriate for
the three situations involving groups of low
maturity (Ml)
.
2- Three leadership style 2 choices appropriate for
the three situations involving groups of low to
moderate maturity (M2)
.
3* Three leadership style 3 choices appropriate for
the three situations involving groups of moderate
to high maturity (M3)
.
4. Three leadership style 4 choices appropriate for
the three situations involving groups of high
maturity (M4)
.
It is important to note that you could have had three
choices in each of the four styles and yet have considerably
less than +24. (The author has seen a number of such pro-
files.) This would indicate that you had a wide range of
behavior or flexibility but your diagnostic skills have to
be improved.
In terms of the LEAD perhaps the least significant
data is the total effectiveness number or adaptability score
along that third dimension. The reason for this fact is
there is no correlation between the score you got on the
effectiveness dimension and how effective you are in terms
of your present position. What we have found from our re-
search is that many times in your actual job assignment
you will be dealing with only one level or two levels of
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maturity. And yet the instrument is designed to give you
opportunities to make decisions on all levels of maturity.
We have found that much more important than this
overall effectiveness rating is for you to go back to each
of the individual situations to see if the questions in
which you chose high success probability answers (+2) clus-
tered or the questions in which you got low success prob-
ability answers (~2) clustered. This will give you some
insight then into the areas where you tend to be naturally
effective and those areas where you should exercise more
care in doing diagnostic work for future interventions in
your back home situation.
One last point about your effectiveness score. You
may be interested in how your score compares with the scores
of others. Based on a sample of over 20,000 middle managers
from many different kinds of organizations from some 14
cultures we have found that the effectiveness scores of most
of these subjects (over 83?0 ) , who have responded to the
LEAD-Self prior to reading about or participating in Situa-
tional Leadership training, fall between -6 and +6. Since
you have read and studied the preceding material, we
recognize that the probability would be high that your
effectiveness score would improve significantly in a short
period of time if we asked you to respond again to the LEAD-
Self at this time. All this would show us, though, is that
you have had a change in knowledge and perhaps a change in
attitude. What would really be significant is the extent
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to which you are willing to change your behavior. So,
we suggest that you do not respond immediately again to
the LEAD-Self
. It would be more valuable for you to gather
some LEAD-Self data and the perceptions of others through
the LEAD-Other three months or six months from now to see
to what extent your behavior has been significantly altered
and to what extent you have been willing to try on differing
styles of leadership.
As a reminder, remember the scores you have on the
LEAD are self-perception. This is how you see yourself in
terms of your leadership style. Your actual leadership
style is how other people see your behavior. While self-
perception is important, it becomes more meaningful when it
is examined with the perceptions of others.
INTERPRETING LEAD -SELF
We are now ready to examine your LEAD-Self data.
Self-Perception of Leadership Style
The data on your self-perception of leadership style
can be found in the basic styles portion of the Tri-
Dimensional Leader Effectiveness Model in Figure 5.1. Your
basic leadership style is defined as the style or styles for
which you have the most responses. In other words, in our
previous example, with a person who has three responses in
style 1, three responses in style 2, three responses in
style 3, and three responses in style 4; that person s basic
style includes styles 1-4. If a person had five responses
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in style 2, five responses in style 3 and two responses in
styles 4; that person's basic style would include styles 2
and 3. So your basic style is the style or styles for
which you have the most responses. If a person had seven
responses in style 2, their basic style would be style 2.
The next data that you can get feedback on in terms
of your own leadership is your supporting style (s), that is
a leadership style which you tend to use on occasion. Sup-
porting styles are any of the other style configurations,
other than your basic style, in which you have two or more
responses. If you have less than two responses, we find
that this is not statistically significant and cannot pre-
dict whether you have flexibility into that style or not.
Therefore, if you have five responses in style 2, five re-
sponses in style 3, and two responses in style 4, your basic
style would be in styles 2 and 3 and your supporting style
would be in style 4. If on the other hand, you had seven
responses in style 2, three responses in style 3 and two
responses in style 4, your basic style would be in style 2
with supporting styles in 3 and 4. Therefore, you could
have no supporting styles or up to three supporting styles
but you would always have at least one basic style.
Style Range or Flexibility
Your style range is the total extent to which you
are able to vary your leadership style. To determine your
range or flexibility all you have to do is sum your basic
and supporting style(s). For instance, in our first example
179
where the individual had three in each of the four style
configurations, that person's range is styles 1, 2, 3, and 4.
If on the other hand, someone had a basic style in style 1
but a supporting style only in style 2, the total range for
that person would be styles 1 and 2
. Thus, your style range
can be analyzed by examining for which styles your responses
to the LEAD- Self occur in Figure 5 . 1 as well as the fre-
quency of these occurrences. If your responses fall only
in one style as in A in Figure 5.3, then you perceive the
range of your behavior as limited; whereas if responses
fsll in a number of styles as in B, you perceive yourself
as having a wide range of leader behavior.
Style Adaptability
The score you receive along the effectiveness dimen-
sion in Figure 5.1 is your style adaptability. In essence it
is the degree to which your leader behavior is appropraite
to the demands of a given situation according to Situational
Leadership Theory. This gives you feedback in terms of the
overall probability of success in all twelve of the situa-
tions to which you were asked to respond. A person with a
narrow style range can be effective over a long period of
time if the leader remains in situations in which his or
her style has a high probability of success. Conversely,
a person with a wide range of styles may be ineffective
if these behaviors are not consistent with the demands of
the situation.
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Thus, style range is not as relevant to effective-
ness as vs style adaptability ; a wide style range will not
guarantee effectiveness
.
For example, in A in Figure 5.3,
the leader has a dominant relationship style with no flex-
ibilitY; -*-n while the leader has a dominant style of
high task and high relationship, three supporting styles
which can be used on some occasions are possessed. In this
example, A may be effective in situations that demand a
relationship-oriented style, such as in coaching or counsel-
ing situations. In B, however, the potential to be effec-
tive in a wide variety of instances is present. It should
be remembered, though, that B's style range will not guar-
antee effectiveness. The B style will be effective only if
the leader makes style changes appropriately to fit the
situation
.
For example, when the group needs some socio-emotional
support, the leader may be unavailable; when work groups
need some goal setting, B types may be supportive but non-
directive; and when followers have their objectives clearly
in line, B may exert undue pressure for productivity.
These examples demonstrate that B has a wide range
of flexibility, but in each case the behavior used was in-
appropriate to the environment. This emphasizes the im-
portance of a leader’s diagnostic skills and the fact that
while style range is important, the critical element in
determining a leader's effectiveness is his or her style
adaptability.
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INTERPRETING YOUR LEAD- SELF
A framework that can be useful in helping to explain
specifically what the data mean that you have generated
from your LEAD-Self was developed by Joseph Luft and Harry
Ingham. 3 This framework called the Johari Window (named
after the first names of its authors) is used by Hersey and
Blanchard to depict total leader personality, not overall
personality as it is sometimes used.
The Johari Window
According to this framework, there are some atti-
tudes or behaviors that leaders engage in that they know
about themselves. This known to self area includes their
knowledge of the way they are coming across and the impact they
are having with the people they are trying to influence. At
the same time, part of the leader personality is unknown to
self
,
that is, in some areas leaders are unaware of how they
are coming across to others. It may be that their followers
have not given them feedback or it may be that a leader has
not been alert enough to pick up some of the verbal or non-
verbal feedback which actually exists within the environment.
We can also look at total leader personality as
including behaviors and attitudes which are known to others
in a leader's organizational setting as well as areas which
are unknown to others. In terms of what is known and un-
known to self and known and unknown to others, we can create
four areas that comprise the total window as depicted in
Figure 5.4.
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The arena that is known to self and also known to
others in any specific organizational setting is called the
publvo arena. Public since it is known to all (the leader
and others, i.e., superior, subordinate (s) and peer(s))
within that organizational setting.
That arena which is unknown to self (the leader)
but is known to others is referred to as the blind arena.
since it is unknown to the leader either because
followers have been unwilling to share feedback with or
communication ( 'level") to that leader how he or she is
coming acorss; or it may be that the data is there in terms
of both verbal and non-verbal behavior, but the leader is not
able or does not care to "see" it.
That arena which is known to self but unknown to
others is referred to as the private arena since it is only
known to the leader. Again, it may be private because the
leader has been unwilling to share or disclose this to
others in the organizational setting; or it may be private
because the others in the system are not picking up the
non-verbal and verbal responses that are available from the
leader in the system.
The last arena, that which is unknown to self and
unknown to others is termed the unknown. In Freudian
psychology this would be referred to as the subconscious
or unconscious . 4 Freud describes personality much like an
iceberg. There is a certain portion of that leader per-
sonality that is above the surface— that is, it is very
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graphic. If anyone looks in that direction, they almost
cannot help but see the basic size, consistency, make-up
and configuration. But much of this iceberg exists beneath
the surface and unless we make conscious efforts to probe
and understand we'll really never have any insight into
its consistency. And yet much of that part of leader per-
sonality referred to as unknown may be having a relevant
impact in terms of the kinds of behaviors a leader engages
when he or she is trying to influence the behavior of others.
Feedback and Disclosure
There are two processes which effect the shape of
your Johari Window (the configuration of the four arenas)
.
The first process, which operates in the direction illus-
trated in Figure 5.5 is called feedback. This is the ex-
tent to which others in the organizational setting are will-
ing to share with the leader how he or she is coming across.
It's the willingness of others to be open, level and give
relevant feedback to the leader. But again you have to
look at it from both perspectives. It is also the extent
to which the leader is attempting to perceive the verbal
and non-verbal feedback that exists in the system.
As one can see from Figure 5.5 the more relevant
feedback that takes place within the organizational setting,
the more the public arena begins to extend into and dis-
place the blind area and thus the less and less blind arena
exists in the system.
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Disclosure
The other process which effects the shape of your
Johari Window is disclosure. This is the extent to which
leaders are willing to share with others in their organiza-
tional setting data about themselves.
The way this author uses the term disclosure is
different than often is the case with other people in the
field. First of all, the most relevant disclosure is not
what people say about themselves but rather their behavior.
It's not words that mean, it's people that mean. And if
you want to better understand people, you really have to
look at the behavior those people engage in to gain rele-
vant insights into their values and the kind of personality
that this behavior represents.
For example, over the past few years the author has
had an opportunity to work with various feminist groups
concerned about women's liberation. This experience has
provided him with an insight that's characteristic of
many organizations. What happens is that so often people
start to focus on words rather than behavior. With some
feminist groups an individual may come into work with them
who really cares about giving women an opportunity to reach
significant management positions within the organization.
But because the words they use do not correspond to the
jargon of the movement, often the mental doors are immediately
closed and the women no longer listen. On the other hand,
the author has seen people come to work with these groups
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who in reality were attempting to hold back the progress of
women within the organizational hierarchy but had all the
appropriate jargon (could use all the "buzz" words). They
were accepted and looked at positively because of their
language. The same has been true of blacks, students and
other groups fighting for their rights. This is just an
example to emphasize once again that we've got to be very
careful of words its not words that mean; much more im-
portant is the behavior that people engage in.
Secondly, the author thinks disclosure is appropriate
in organizations only when such disclosure is organizationally
relevant. This is a different way of viewing disclosure
than urged by some people in the sensitivity training and
personal growth field who feel all disclosure is appropriate.
In fact, they contend that it is appropriate for someone in
an organizational setting to disclose everything and that
the organization should process that data. The findings
from numerous organizational development interventions made
by this author are that one of the scarcest resources in any
organizational setting is time and energy. Therefore, if
people disclosed everything within the organizational setting
and the organization took time to process these various
agenda there would not be much time left to accomplish other
organizational goals and objectives. So it is felt that
disclosure is important and helpful in organizations as long
as it is relevant to the operation of the organization. For
example, suppose a manager is having an affair with a
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neighbor down the street and it doesn't affect the manager's
work environment. It might be quite inappropriate to
disclose and process that situation in that work setting.
But it might be very appropriate to disclose, discuss and
process that data at home if it is causing problems in that
environment. Therefore, what may be organizationally rele-
vant in one setting might not be appropriate in another.
In the process of disclosure, the more and more
organizationally relevant disclosure the leader engages
in, the more the public arena opens into the private arena
and the smaller and smaller that arena becomes, as shown
in Figure 5.6. An interesting phenomenon occurs in settings
where there is simultaneous feedback and disclosure. Not
only does the public arena begin to extend itself into the
blind and the private arenas, but you also have a high
probability of beginning to bring to the surface into the
public arena some of that which was previously unknown (not
known to either the leader or other people in the organiza-
tion)
,
as depicted in Figure 5.6.
A psychiatrist, in working with a patient in psycho-
therapy, hopes to create an environment in which this
process of simultaneous feedback and disclosure occurs. If
that happens the doctor can begin to release and understand
some of the phenomena that have been evoking behavior in the
patient that was unknown to the patient as well as the
psychiatrist. This is also the same process that Carl Roger
refers to in his work on coaching and counseling.
Disclosure
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Self-Perception vs. Style
The data which you have from the LEAD-Self
,
as the
author explained earlier, are self-perception. In terms of
the Johari Window, your self-perception would represent what
IS known to you about your leadership style and would in-
clude both your public and private arenas. This self-
perception of leadership style can be measured using the
LEAD-Self. On the other hand, your leadership style would
represent what is known to others and would include on the
Johari Window both your public and blind arenas. Leader-
ship style can be measured using the LEAD-Other. The
relationship between self-perception
,
leadership style and
the Johari Window is presented in Figure 5.7.
You should begin to see now why it was suggested in
Chapter II that there is some difference between what is
called leadership style and leadership personality. Leader-
ship personality would include all four arenas that comprise
the Johari Window, while leadership style, by definition
only includes the public and blind arena.
One of the interesting phenomena that the author
has discovered at the Center for Leadership Studies is that
we can predict the shape of your public arena within the
total Johari framework. For instance, if there is a great
discrepancy between self-perception and the way others
perceive you, the public arena in your Johari Window would
tend to be very small as illustrated in Figure 5.8.
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On the other hand, if there is no significant dif-
ference between self-perception and the perception of others
within your organizational setting, the public arena in
your Johan Window would be quite large, as illustrated in
Figure 5.9. So LEAD instrumentation can actually measure
the shape of the public arena portion of your Johari Window
in each of the organizational settings in which you find
yourself
.
For example, if a manager is responsible for three
departments, she may find that in Department A where she
has good feedback and disclosure, her public window is quite
open. In Department B where she has very little contact
and thus, infrequent feedback and disclosure, her public
window might not be open much at all. And finally, in De-
partment C where she has average interaction, her public
arena might be moderate in size.
One of the interesting things that we are finding
in our work at the Center for Leadership Studies is that
there tends to be a high correlation between the openness
of your public arena and your effectiveness within that
specific organizational setting. Since people often have
different configurations for their Johari Window depending
on the organizational setting in which they are operating,
these people could vary in their effectiveness in these
various settings. This is why some managers who have a
very open public arena on the job and are very effective
there, are not as effective at home. It's often the case
Disclosure
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of the manager coming home, picking up the paper and having
a drink. He's tired and doesn't want to be bothered by
children or any problems of the home. Therefore, in his
home environment there tends to exist far less feedback
and disclosure. We could predict that the manager would
thus not be as effective in his interactions at home. And
yet he has trouble understanding why he's not having an
effective impact on the development of his children because
he sees himself an effective leader in terms of the feed-
back that he gets on the job. On the other hand, there are
individuals who are quite effective in the home and wonder
why they are not effective on the job. We have to recognize
that each organizational setting in which we are involved
is unique, and if we want to have an impact on that setting
we have to be willing to engage in relevant feedback and
disclosure
.
Another thing managers must recognize is that within
a given organizational setting they need to be effective
on both an individual and group level, and both levels in-
volve separate Johari Windows. Thus, we have found it
helpful in a family, for example, for the parents to get
together with each of their children individually as well
as with all the kids as a family. One might begin some-
thing like taking out for dinner each of the children in-
dividually once a month, giving them a chance to choose
where and what they want to eat. The important thing is
to create a situation where the focus is on the child and
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and the child's problems. You'd be surprised how willing
the child will be to open up and engage in feedback and
disclosure when one-on-one with a parent (s) than when
brothers and sisters are also there to create many compet-
ing responses in that environment. This process over time
will help to develop an open public arena between the child
individually with his parents as well as developing feed-
back and disclosure within the family as a total group. We
need to build into our domestic environment as well as our
work setting opportunities to work with groups as a whole
while also developing openness with individuals within
that system.
LEAD PROFILES
Sample
In this section we are going to begin to examine
and interpret some of the common types of profiles that we
have found from analysis of LEAD-Self and LEAD-Other data
that have been accumulated over the last three years at
the Center for Leadership Studies. The information that
will be shared with you here was generated from a LEAD
sample of over 20,000 leadership events from 14 different
cultures. We call something a "leadership event" when we
have data not only in terms of self-perception (LEAD-Self)
but the perception of others (LEAD-Other) in that leader-
ship environment. Of these respondents, we have had inter-
views with some 2,000 middle managers from industry and
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education, of that number, we have conducted over 500 in-
depth interviews. The indepth interviews have not only
included the leaders in terms of his or her self-perception
but a sample of the leader's followers and their perception
of the style of their leader.
What is a Two-Style Profile?
In our indepth interviews the emphasis has been on
what we call "two-style profiles." A two-style profile
includes either a basic style that encompasses two of the
four possible style configurations or it represents a basic
and a supporting style.
It is suggested that as feedback on the specific
two-style profiles is given you keep in mind your own pro-
file that you self-scored and integrated into Figure 5.1.
If your profile was a one-style profile (you did not have
two or more responses for any style other than your basic
style)
,
then you need to remember that your profile repre-
sents only a portion of the two-style profile. If your
profile was a three- or four-style profile (you had the same
number of responses in two supporting styles or three re-
sponses in all four of the styles)
,
then you may have to
integrate the feedback that will be given to you into
several of the two-style profiles.
Wide Flexibility
The author has found that in working with people
who have a wide range of styles, even though their
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effectiveness score may be low, a shorter period of time is
needed to increase their effectiveness than is needed with
people who have a smaller range of behavior. This is be-
cause, if people are engaging in a wide range of behavior,
all you have to do to make a significant change in their
effectiveness is to change their knowledge and attitude
structure. In other words, teach them diagnostic skills.
On the other hand, for people who have had no experience
in using a variety of styles, much more unfreezing is
necessary for them to be comfortable using different styles.
Reference to Situational
Leadership Theory
Since the author will be referring back to Situa-
tional Leadership Theory throughout the discussion of the
various two-style profiles, the basic framework is repro-
duced for your use in Figure 5.10.
Style Profile 1-3
People whose LEAD scores place the majority of their
responses in styles 1 and 3 fall into what is called the
"Theory X-Theory Y profile." What the author has found is
that people who have a style profile 1-3 with little flex-
ibility to styles 2 and 4 generally view their subordinates
with either Theory X or Theory Y assumptions about human
nature. Some people they see as lazy, unreliable and ir-
responsible; the only way to get anything out of these
people is to coerce, reward and punish and closely supervise
them. Other people they see very positively as creative
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and self
-motivated; the only thing they have to do with
them is to provide socio-emotional support. In fact, in
interviewing managers with this profile, it has been found
that they talk about individuals they supervise as "good
people" or "bad people," "with me" or "against me." Their
subordinates, when interviewed, tend to agree. They see
their managers as labelling people and thus being very
supportive (S3) with people they see in their "camp" but
closely supervising, controlling (SI) and even punishing
people they see against them.
One of the interesting things that occurs with this
style profile is that it often becomes a self-fulfilling
prophecy. A manager with this style takes people who are
at moderate maturity levels (M2) and either moves them up
to moderate-to-high (M3) or moves them down to low levels
of maturity (Ml). Thus, this manager tends to be effective
working with low levels of maturity or moderate to high
levels
.
A problem with this style is that the leaders who
adopt it often are doing little to develop the potential
of the people they don't like; they keep them locked into
immature states by always relying on SI (high task-low
relationship behavior) with them. They lack the interim
behaviors between style 1 and style 3 to operate effectively
in the development cycle. At the same time their style 3
(high relationship-low task behavior) with moderately mature
people might keep these people psychologically dependent on
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them too long. These kinds of leaders do not seem to allow
people to develop fully through delegation.
It is also interesting that people who work for
these typesof leader claim that if there is any change in
their leader's style with them it usually occurs in a move-
ment from style 3 to style 1. In other words, it is very
difficult if you are being treated in a style 1 fashion by
these leader to ever receive style 3 types of behavior from
them. But it s not too difficult to move from receiving
style 3 behaviors to receiving style 1 behaviors. All you
have to do is make some mistakes and these leaders tend to
respond with highly structured behavior.
Style Profile 1-4
People whose LEAD scores fall mainly in style 1 and
style 4 have some similarity to the "Theory X-Theory Y pro-
file" of style 1-3 leaders. But rather than assessing
people on whether they are good or bad in terms of personal
attachment to them, the sorting mechanism for this kind of
leader often becomes competency. When interviewed, these
types of managers suggest that if you are competent you will
be left alone, but if you are incompetent they would "ride
you" and closely supervise your activities. Their style is
either "telling" or "delegating." A leader with this style
is effective at crisis interventions. It's the kind of style
we might look for to make an intervention into an organiza-
tion with severe problems where there are short time
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Figure 5.12. Style Profile 1 and 4.
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restrictions to solve them. This kind of leader is quite
capable of making disciplinary interventions, going in and
unfreezing a situation and hopefully moving people back to
a higher level of maturity. But again, much like the pre-
vious profile, this kind of leader lacks the developmental
skills to take people from low levels of maturity and de-
velop them into higher levels of maturity.
An interesting thing occurs when leaders with this
type of profile are introduced into a group with a normal
distribution of maturity. What tends to happen is that the
leader treats people in such a way that they either progress
m their maturity or they regress so that now, rather than a
normal distribution of maturity levels, followers are clus-
tered at the high end (M4) or low end (Ml) of the maturity
continuum. Once again this becomes a self-fulfilling proph-
ecy.
Style Profile 2-3
People whose LEAD scores place the majority of their
responses in styles 2 and 3 tend to do well working with
people of average levels of maturity but find it difficult
handling discipline problems and immature work groups (Ml)
as well as "delegating" with competent people to maximize
their development. This style tends to be the most fre-
quently identified style in the United States and other
countries with a high level of education and extensive
industrial experience. Some of the emerging cultures tend
to have amore structured style profile (SI and S2) .
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This style leader tends to be on the plus side of
t at -6 to +6 range on the effectiveness dimension (which
18 CharaCterist
- of over 837. of these who have responded
to LEAD instrumentation)
. Not only that but many of the
people with this profile score significantly over +6
. That
occurs because styles 2 and 3 tend to be what we call the
safe styles, since these style choices are never that far
away from the appropriate intervention. (They never result
in a -2 score on the LEAD effectiveness dimension.)
It is styles 1 and 4 that are the risky styles be-
cause, if they are used inappropriately, they can result in
a great deal of crisis. For instance, if someone is super-
vising a very low level of maturity and uses style 4, leav-
ing them on their own, there is a high probability that the
environment is going to deteriorate and serious problems
Will result. On the other hand, if you have an extremely
high level of maturity among your followers and you are
attempting to use style 1 interventions, you are likely to
generate much resentment, anxiety and resistance which may
lead to what Machiavelli refers to as attempts to undermine,
overthrow, or get out from under the leader, i.e., hatred
rather than fear. While styles 1 and 4 are risky styles,
if you are going to maximize in your role as leader, you
have to be willing to take the risk and use these styles
when the situation is appropriate. One caution that might
be suggested is that if you feel an intervention is needed
in style 1 or style 4 you should be more careful in your
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diagnostic judgements before you make these kinds of inter-
vent ions
.
You need to learn to make style 1 interventions for
the following reasons. First of all, they are effective
interventions when beginning the process of developing the
task relevant maturity of people with low maturity levels.
Secondly, this style is often necessary in making disciplin-
ary interventions. On the other hand, style 4 is often
necessary if „e are going to allow people to reach self-
actualization by satisfying their need for achievement and
desire to maximize their potential.
Learning to use style 4 is also important to the
leaders themselves. In many of the organizations for which
he author works, there are at least tow prerequisites for
promotion. The first prerequisite is that managers have to
do an outstanding job in their present position. In other
words, their output in terms of that organization has to be
high. The second prerequisite is that they have to have a
ready replacement. Someone who is ready and able to take
over their responsibilities. To have this kind of ready re-
placement, managers must have at least one of several key sub-
ordinates with whom they are able to use style 4 and delegate
s ignificant responsibilities. If this is not so, the prob-
ability of these managers having a ready replacement is
very low. In summary, the style profile 2-3 is an excellent
style for working with moderately mature individuals but if
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leaders with this profit are goi„g to maximize their po-
tentrai as leaders, they need to learn to use style 1 and
4 when necessary.
Style Profile 1-2
People whose LEAD scores place the majority of their
responses in styles 1 and 2 tend to be able to raise and
lower their socio-emotional support or relationship behavior,
but often feel uncomfortable unless they are "calling the
shots," i.e., when they are providing the structure and
direction. In our sample the author has found that this
style profile tends to be characteristic of engineers who
have become supervisors of engineers but tend to be reluc-
tant to give up their engineering, salespersons who have
become sales managers and yet still love to sell themselves,
and teachers who have become administrators but who still
want to be directing the activities of children. These
leaders often project in interviews that "no one can do
things as well as I can," and this often becomes a self-
fulfilling prophecy.
The style profile 1-2 tends to be effective with
low to moderate levels of maturity. It's often an extremely
effective style for people engaged in manufacturing, and
production where managers have real pressures to produce
as well as with leaders in crisis situations where time is an
extremely scarce resource. But leaders with this style, when
the crisis or time pressure is over, often are not able to
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Figure 5.14. Style Profile 1 and 2.
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. d this remains
true until they learn to appropriately use styles 3 and 4.
Style Profile 2-4
People whose LEAD
responses in styles 2 and
scores place the majority of their
4 usually have a basic style of
S2 and a supporting style of S4.
characteristic of managers who j
This style seems to be
ust do not feel secure unless
they are providing much of the direction as well as develop-
ing a personal relationship with people, where there is lots
of communication and socio-emotional support (high relation-
ship behavior)
. Only occasionally do these people find a
person to whom they feel comfortable delegating. And when
they do delegate, they tend to discover that the people to
whom they delegate are not able to handle the project. Thus,
they may not be able to complete the task or come to their
manager for help because they are used to the leader pro-
viding them with direction and socio-emotional support. The
reason that style profile 2-4 leaders tend not to be success-
ful in delegating is that they tend to move from style 2 to
style 4 without moving through style 3. Let's take an example.
Suppose your supervisor usually directs and closely
supervises (high task behavior) but you also have good rep-
ertoire with this supervisor, open communication and receive
socio-emotional support from these interactions (high re-
lationship behavior)
. Then one day this supervisor puts a
couple of projects on your desk and tells you they need to
be completed in a couple of weeks. Then you don't see the
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supervisor during that time. You would probably respond to
that behavior from your manager as if it was a punishment
rather than a reward. You might respond by saying, "What's
he giving me all this work for?" anda He must not care about
me much anymore because I never see him now!" So rather
than suddenly shifting from style S2 to S4, managers with
this style, if they are going to be effective in delegations
have to learn to move from "selling" (S2) through "parti-
cipating" (S3) and then to "delegating" (34) . In our exampl
if this strategy was followed by your supervisor, he would
come to you and provide you with some socio-emotional sup-
port, tell you that you have been doing a good job, that he
has confidence in you and that he feels that you will be able
to take on some additional responsibility. Then he might
provide you with a choice of several projects so that you
can then participate in choosing which of these projects
you would be interested in taking over. So your subordinate
would be moving from style 2 into style 3 (participation
and supportive behavior). Then he might say "Look, I think
you can run with this project on your own. If you get into
some problems, why don’t you give me a call." Now because
your supervisor has moved from style 2 through the suppor-
tive relationship behaviors (S3) to delegation (S4)
,
you
would tend to see this behavior as a reward rather than a
punishment
.
Style Profilp 3-4
214
People whose LEAD scores place the majority of their
responses in style profile 3-4 tend to be able to raise and
lower their socio-emotional support or relationship behavior
but often feel uncomfortable if they have to initiate struc-
ture or provide direction for people. Thus, while this style
profile is appropriate for working with moderate to high
levels of maturity, it tends to create problems with people
Who are becoming less mature and need a regressive inter-
vention or with inexperienced people who require more direc-
tion during the early phases of the developmental cycle.
The author has found this style profile 3-4 to be
characteristic of certain types of individuals or groups.
It tends to be representative of very effective top managers
m organizational settings where they have a mature compe-
tent staff that needs little direction from the "top." It
has also been found to be characteristic of managers who
have been very deeply involved in sensitivity training,
personal growth groups or laboratory training. These managers
have become more interested in how people feel and the pro-
cess of interpersonal relationships than what people do in
terms of organizational goals. We also have found this pro-
file among people who have studied or are practicing in the
area of humanistic education. For example, teachers with
this kind of profile tend to be comfortable in "open" schools
where the norm is not for teachers to direct, control and
closely supervise the learning activities of children. Yet,
RELATIONSHIP
BEHAVIOR—
(high)
BASIC STYLES
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Figure 5.16. Style Profile 3 and 4
.
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because many youngsters are not yet ready to assume direc-
tion of their own learning, this style universally applied
can lead to problems. In fact, we hear some parents com-
plaining today that while kids seem to be much more willing
to level, share and be open about their feelings with adults-
teachers in school and parents in the home-they often seem
to lack the solid technical skills of reading, writing and
arithmetic which tend to require for development in the
initial stage more directive teacher behavior with an em-
phasis on the technical skills as well as the human skills.
Another group the author has found, in several dozen
cases, to have style profile 3-4 is women who have recently
been promoted into significant middle-management positions.
In interviewing these women, it has been found that prior to
their promotion, top management had not given them oppor-
tunities to engage in much "telling" (SI) or "selling" (S2)
leader behavior, i.e., they have had little practice in
initiating structure within the organizational setting. As
a result, the only way they have had an impact in
the past has been by raising or lowering socio-emotional
support. In terms of training experience the author has
found that, with very little training, these women respond
quickly to trying on some of these other styles. It's just
a matter of unfreezing and exposing them to concepts like
Situational Leadership Theory to get them to feel comfort-
able trying these new behaviors. The tragedy is that women
and other minorities that have been restricted from management
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positions
promotion.
have often not received this training prior to
As a result they may find that they are dealing
with people who need direction and supervision. When they
initially use a high relationship (S3) style, it is much
more difficult to use other styles later even though they
understand now that they are appropriate.
Implication s for Growth
and Development
If we look at an organizational hierarchy from very
low levels of supervision to what we might call top manage-
ment, we find that effective managers at each level require
different profiles as shown in Figure 5.18.
We have found that effective managers at the lower
levels tend to have style profile 1-2. The reason is that
at these lower levels of management (i.e., in industry, the
general foremen, and first and second line supervisors)
,
there is an emphasis on productivity
—
getting the work out.
At the other end of the management hierarchy, however, we
have found that effective top managers tend to have style
profile 3-4. Rather than "telling" and "selling," they
tend to engage in more "participating" and "delegating."
The reason seems to be that as you move up in an organiza-
tional hierarchy, the greater and greater the probability
that the subordinates who report directly to you will have
a high level of task relevant maturity. So you can see that
as you progress through an organization, you learn to engage
in styles 3 and 4, as well as those styles that might be
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Figure 5.17. Style Needs for Different Levels
of Management.
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effective at lower ends of the hierarchy (styles 1 and 2).
Thus, we have found in working with manufacturing organiza-
tions, that while it may be appropriate for a first line
supervisor to have a basic style of SI and supporting style
of S2, when that foreman goes to get promoted it would be
more appropriate if he had a basic style of S2 with support-
ing styles in SI and S3. At this new supervisory level, he
is no longer a manager of hourly employees but has now become
a manager of managers.
Another interesting observation in terms of the
management hierarchy is that it’s the middle managers who
really have to wear "both hats”-they need the most flexi-
bility. They have to be able to provide the structured
style 1 and style 2 interventions when appropriate but also
be able to use "participate" and "delegate” styles when
necessary. It is interesting to think of this phenomenon in
terms of "Peter's Principle."
As you will recall, Peter's Principle states: "In
a hierarchy every employee tends to rise to his level of
incompetence." 6 What we find in our work at the Center for
Leadership Studies is that this is not a principle. In
other words, it does not hold as a universal truth. In fact
one might think of the Anti-Peter Principle vaccine as being
the appropriate training and development or experience prior
to moving up to the next level of the hierarchy. Better than
having training and development after being appointed to the
new position, is having worked for a boss who is willing to
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delegate responsibilities and provide on-the-job experience
for future higher level positions. Another interesting ob-
servation is that, while Peter's Principle is not really a
principle, it occurs often enough to merit some attention.
There certainly is a tendency for people to reach their
level of incompetency. So often when the author interviews
people who are in a position that they are having trouble
handling, it turns out that they have the technical skills
and conceptual skills required. In most cases their incom-
petency is a result of not having the human skills. Many
times they are not able to adapt their leadership style to
the new environment
.
While this lack of flexibility does occur, what
we have found in working with managers in a variety of set-
tings and cultures is that, given some training in Situa-
tional Leadership Theory, people, almost without exception,
seem willing and able to expand their adaptability. They
are able to take on new leadership styles effectively. The
most important criteria here is motivation
—
people have to
want to do this. But if people want to, the author feels
strongly that most people have the capacity to increase
their style range and adaptability if they would only think
through the appropriate leadership style needed, and then
seriously try to use a new style if it is appropriate for a
particular situation. This assumption is an important
difference between our approach and the thinking of some
other people in the field like Fiedler
,
7 who contends that,
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if a leader's style is not appropriate to a given situation,
what really needs to be done is either change the leader or
change the job demands to fit the style of the leader. The
author feels that approach implies Theory X assumptions about
human nature; and yet our work suggests strongly that the
potential of people to operate under Theory Y assumptions is
there to be tapped.
Team Building
If managers have a narrow range of behavior, one way
that they can expand their flexibility (without changing
their own behavior) is by carefully choosing the people they
gather around them. If leaders are careful to bring into
the organization key subordinates who complement their
leadership style rather than replicate it, the organization
may develop a wider range of potential styles that can be
brought to bear on the contingencies they face. One caution
here though. To avoid personality conflict and to increase
the likelihood of building on each others' strength, it is
important to select subordinates who have the same goals and
objectives, even though your styles might be somewhat differ-
ent .
IMPROVING ONE'S DIAGNOSTIC SKILLS
Even if a leader has a wide style range or flexi-
bility, this does not guarantee effectiveness unless the
leader also has good diagnostic skills— that is, the ability
to use the appropriate style for a given situation. To help
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you to continue in the develops of your diagnostic skills
'n tMS S6Cti0n
'
the 12 situations and their corresponding
alternative actions are analyzed and the rationale for
evaluating and weighing alternatives is briefly explained
according to Situational Leadership Theory. This is done
to help operationalize this situational approach and illus-
trate why various combinations of task and relationship
behavior are needed as the maturity level differs for in-
dividuals or groups that a leader is attempting to influence
It is also hoped that by reading this section, you will get
a better assessment of your present diagnostic ability and
some explanations about the theoretical appropriateness of
your alternative action choices on the LEAD-Self
. It should
be noted that since the rationale and analysis would be the
same for the LEAD-Self and Other, the situations below are
written in the third person. In addition, for each situa-
tion discussed, the alternative actions are listed in the
order of their effectiveness, not in alphabetical order.
SITUATION #1
Subordinates are not responding lately to the
leader's friendly conversation and obvious concern for their
welfare. Their performance is declining rapidly.
Diagnosis
The group is rapidly decreasing in maturity as
evidenced by the sharp decline in performance. The leader
may be perceived as permissive because of the high degree
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of relationship behavior he or she is displaying. The
leader's best bet in the short run is to cut back signi-
ficantly on relationship behavior with the group and in-
crease task behavior, explaining what activities
group members are to do and when, where, and how tasks are
to be accomplished. If the group begins to show some signs
of assuming responsibility, the leader can begin to increase
relationship behavior and start again to delegate. This is
an example of the need for a disciplinary intervention in a
regressive cycle.
Alternative Actions
The leader would
.
A. emphasize the use of uniform procedures and the
necessity for task accomplishment.
Rationale
(+2) This action (HT/LR) provides the directive
leadership needed to increase group pro-
ductivity in the short run.
C. talk with subordinates and then set goals.
Rationa le
(+1) This action (HT/HR) may be appropriate if the
group begins to mature and demonstrate some
ability to meet deadlines and accomplish tasks.
B. be available for discussion, but not push his or
her involvement.
Rationale
(-1) This action (HR/LT) is appropriate for a group,
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D.
moderate to high in maturity, with reasonable
output, one which is taking some responsibility
for decisions, searching out the leader only
for special situations. At present, this group
does not have that level of maturity.
intentionally not intervene.
Rationa le
(-2) This "hands-off" action (LR/LT) will only
increase the probability that this behavior
will continue.
SITUATION #2
The observable performance of the group is increasing.
The leader has been making sure that all members were aware
of their responsibilities and expected standards of perfor-
mance
.
Diagnosis
The group has been responding well to structured
behavior from its leader; the maturity of the group seems
to be increasing. The leader, while needing to change his
or her style to reflect this increased maturity, must be
careful not to increase socio-emotional support too rapidly
Too much socio-emotional support and too little structure
may be seen by the group as permissiveness. The best bet,
therefore, is to reinforce positively successive approxi-
mations as the group's behavior comes closer and closer to
the leader's expectations of good performance. This is
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one by a tWo- step process of flrst reduction in
(task behavior), and then
,
if adequate performance
an increase in socio-emotional support (relationship be-
havior). This illustrates the steps in a developmental
cycle
.
Alternative Actions
The leader would
A. engage m friendly ineraction, but continue to
make sure that all members are aware of their
responsibilities and expected standards of per-
formance
.
Rationale
(+2) This action (HT/HR) will best facilitate
increased group maturity. While some struc-
ture is maintained by seeing that members are
aware of their responsibilities and expected
standards of performance, appropriate behavior
is positively reinforced by friendly inter-
action with the group.
C. do what can be done to make the group feel important
and involved.
Rationale
(+1) While this group is maturing, this action
(HR/LT) might be increasing socio-emotional
support too rapidly. It would be appropriate
later if the group continues to develop and
take more responsibility.
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D. emphasize the importance of deadlines and tasks.
Rationale
(-1) This action (HT/LR) reveals no change in
leadership style and as a result, no positive
reinforcement is given to the group for im-
proved performance. With no increased socio-
emotional support or opportunity to take more
responsibility, group performance may begin
to level off or decline rather than continue
to increase.
B. take no definite action.
Rationale
(-2) This action (LR/LT) would turn over signifi-
cant responsibility to this group too rapidly.
Structure should be cut back gradually with
incremental increases in socio-emotional sup-
port .
SITUATION #3
Members of the group are unable to solve a problem
themselves. Their leader has normally left them alone.
Group performance and interpersonal relations have been good.
Diagnosis
The group, above average in maturity in the past
as good performance and interpersonal relations suggest,
is now unable to solve a problem and needs an intervention
from the leader. The leader's best bet is to open up
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communication channels again by calling the group together
and helping to facilitate problem-solving. This is an
example of a leader moving back along the curvilinear
function appropriately in a regressive cycle.
Alternative Actions
The leader would
D. encourage group to work on problem and be supportive
of their efforts.
Rationale
(+2) This action (HR/LT) allows the group to derive
its own solution to the problem, but makes the
leader available to act as a facilitator or
play some role in the decision-making process
if necessary.
A. work with the group and together engage in problem-
solving.
Rationale
(+1) This action (HT/HR) might be appropriate if
the group continues to be unable to solve the
problem.
B. let the group work it out.
Rationale
(-1) This action (LR/LT) is no longer appropriate
since the group has been unable to solve the
problem; some help is needed from the leader.
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C. act quickly and firmly to correct and redirect.
Rationale
(-2) This action (HT/LR) is an over reaction as
the group has demonstrated maturity in the
past and the ability to work on its own.
SITUATION #4
The leader is considering a major change. Subor-
dinates have a fine record of accomplishment. They respect
the need for change.
Diagnosis
Since the leader is considering a major change and
the members of the group are mature and respect the need
for change, the leader's best bet is to let the group develop
its own direction in terms of the change.
Alternative Actions
The leader would
. . .
C. allow the group to formulate its own direction.
Rationale
(+2) This action (LR/LT) would maximize the in-
volvement of this mature group in developing
and implementing the change.
A. allow group involvements in developing the change,
but don't be too directive.
Rationa le
(+1) This action (HR/LT) would demonstrate consider-
ation and allow group involvement in developing
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the change, and may be appropriate if the
change means venturing into areas in which
the group has less experience.
D. incorporate group recommendations but direct the
change
.
Rationale
(-1) This behavior (HT/HR) would not utilize to the
fullest the potential which is inherent in this
group
.
B. announce changes and then implement with close
supervision.
Rationale
( 2) This action (HT/LR) would be inappropriate with
a mature group that has the potential to con-
tribute to the development of the change.
SITUATION #5
The performance of the leader's group has been
dropping during the last few months. Members have been
unconcerned with meeting objectives. Redefining roles and
responsibilities has helped in the past. They have contin-
ually needed reminding to have their tasks done on time.
Diagnosis
The group is relatively immature, not only in terms
of willingness to take responsibility but also in experience;
productivity is decreasing. Initiating structure has helped
in the past. The leader's best bet in the short run, will
be to engage in task behavior, i. e .
out tasks.
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defining roles, spelling
Alternative Actions
The leader would
c. redefine roles and responsibilities and supervise
carefully.
Rationale
(+2) This action (HT/LR) provides the directive
leadership needed to increase group produc-
tivity in the short run.
B. incorporate group recommendations, but see that
objectives are met.
Rationale
(+1) This action (HT/HR) is appropriate for working
with people of moderate maturity, but at
present this group does not have the ability
or experience to make significant recommenda-
tions. As the group begins to mature, this
may become a more appropriate style.
D. allow group involvement in determining roles and
responsibilities but don't be too directive.
Rationale
(-1) This action (HR/LT) would tend to reinforce
the group's present inappropriate behavior and
in the future the leader may find members
engaging in work restriction or other disrup-
tive behavior to gain attention.
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A. allow the group to formulate its own direction.
Rationale
(-2) This "hands-off" action (LR/LT) would increase
the probability that this behavior will con-
tinue and productivity will further decline.
SITUATION #6
The leader stepped into an efficiently run situation.
The previous administrator tightly controlled the situation.
The leader wants to maintain a productive situation, but
would like to begin humanizing the environment.
Diagnosis
The group has responded well in the past to task
behavior as evidenced by the smoothly running situation left
by the last administrator
. If the new leader wants to
maintain a productive situation, but would like to begin
humanizing the environment, the best bet is to maintain some
structure but give the group opportunities to take some
increased responsibility; if this responsibility is well
handled, this behavior should be reinforced by increases in
so cio- emotional support. This process should continue until
the group is assuming significant responsibility and per-
forming as a more mature group
.
Alternative Actions
The leader would
. . .
D. get the group involved in decision-making, but see
that the objectives are met.
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Rationale
(+2) This action (HT/LR) best facilitates beginning
to humanize the environment. While some struc-
ture and direction from the leader are main-
tained, socio-emotional support and group
responsibility are gradually increased by
moderate involvement in decision-making. If
the group handles this involvement well, fur-
ther increases in socio-emotional support
become more appropriate
.
emphasize the importance of deadlines and tasks.
Rationale
(+1) While this style (HT/LR) would not begin to
humanize the environment, it would tend to be
a more appropriate initial action than de-
creasing structure too rapidly.
do what can be done to make group feel important
and involved.
Rationale
(-1) While the leader wants to begin to humanize the
environment, this much relationship behavior
might be too early; as the group begins to
demonstrate some ability to take responsibility,
this action (HR/LT) could be more appropriate.
intentionally not intervene.
Rationale
(-2) This "hands-off" action (LR/LT) would be too
drastic a change from the tight control of the
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last administrator and would probably be
perceived as permissiveness. This action is
only appropriate for very mature, responsible
groups which have demonstrated ability to
structure their own activities and provide
their own socio-emotional support.
SITUATION #7
The leader is considering major changes to a struc-
ture that will be new to the group. Members of the group
have made suggestions about needed change. The group has
been productive and demonstrated flexibility in its operation.
Diagnosis
The group seems to be high in maturity as demon-
strated productivity and flexibility in previous operations
su§ges t. Since the leader is considering making major
changes in structure and the members of the group have had
an opportunity to make suggestions about needed change, the
leader's best bet is to continue to keep communication chan-
nels open with the group. Some participation with the
leader, however, may be needed because the change is ven-
turing into areas in which the group has less experience.
Alternative Action
The leader would . . .
B. participate with the group in developing the change
but allow them to organize its implementation.
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Rationale
(+2) This action (HR/LT) would demonstrate partici-
pation and focus group involvement on develop-
ing the change.
avoid confrontation; leave things alone.
Rationale
(+1) Once the strategy for the change has been
developed and implemented with group involve-
ment, this "hands-off" action (LR/LT) would be
appropriate for working with this kind of
mature group on a day-to-day basis.
be willing to make changes as recommended but main-
tain control of implementation.
Rationale
(-1) This behavior (HT/HR) would not utilize to the
fullest the potential which is inherent in this
group
.
define the change and supervise carefully.
Rationale
(-2) This action (HT/LR) would be inappropriate with
a mature group that has demonstrated produc-
tivity and flexibility. The problem is one
of implementing a major change, not one of
initiating structure.
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SITUATION #8
Group performance and interpersonal relations are
good. The leader feels somewhat unsure about the lack of
direction given to the group by the leader.
Diagnosis
The group is high in maturity, as can be seen from
good productivity and group relations. The leader is pro-
jecting his or her insecurity to the group, thus, this
problem lies within the leader rather than within the group
Therefore, the leader's best action is to continue to let
the group provide much of its own structure and socio-
emotional support.
Alternative Actions
The leader would
. . .
A. leave the group alone.
Rationale
(+2) This action (LR/LT) best allows the group to
continue to provide its own structure and
socio-emotional support.
D. be supportive in discussing the situation with the
group but not too directive.
Rationale
At the present time, both output and intervening
variables are good; there is not sufficient reason
to provide high relationship behavior.
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B. discuss the situation with the group and then
initiate necessary changes.
Rationale
(-1) At this point there is no indication of a
need for change with the group. The problem
is one of leader insecurity. No leader inter-
vention is needed.
C. take steps to direct subrodinates toward working in
a well-defined manner.
Rationale
( 2) This action (HT/LR) would be inappropriate
as the group has demonstrated ability in
working in a well-defined manner; the problem
is one of leader insecurity.
SITUATION #9
The leader has been appointed by a superior to head
a task force that is far overdue in making requested recom-
mendations for change. The group is not clear on its goals.
Attendance at sessions has been poor. Meetings have turned
into social gatherings. Potentially the group has the
talent necessary to help.
Diagnosis
This group is low in maturity as can be seen by
tardiness in making requested recommendations, poor atten-
dance at meetings and low concern for task accomplishment.
While members potentially have the talent to help, the
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leader's best bet in the short run will be to initiate
structure with this group, organize and define the
roles of the members of the task force.
Alternative Actions
The leader would
.
C. redefine goals and supervise carefully.
Rationale
(+2) This action (HT/LR) provides the directive
leadership needed to unfreeze this group and
begin their accomplishing of goals.
B. incorporate group recommendations, but see that
objectives are met.
Rationale
(+1) This action (HT/HR) is appropriate for working
with people of average maturity but at present
this group is not behaving with commitment or
willingness to take responsibility. Thus,
high relationship behavior is not necessary
at this time.
D. allow group involvement in goal setting, but would
not push.
Rationale
(-1) This action (HR/LT) would tend to reinforce
the group's present inappropriate behavior.
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A. let the group work out its problems.
Rationale
(-2) This "hand's-off" action (LR/LT) will only
increase the probability that this inappro-
priate behavior will continue and requested
recommendations will be further delayed.
SITUATION #10
Subordinates, usually able to take responsibility,
are not responding to the leader's recent redefining of
standards
.
Diagnosis
This group, usually able to take responsibility, is
becoming less mature. This may be partly because the leader
has recently structured the group's environment. The
leader's best bet now is to keep communication channels open
and to delegate more responsibility, but also be sure that
the goals and objectives of the organization are maintained
by a moderate degree of structure. Reinforcing positively
the group's recent decrease in maturity may only increase
the probability that this kind of behavior may continue in
the future
.
Alternative Actions
The leader would . . .
D. incorporate group recommendations, but see that
new standards are met.
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Rationale
(+2) This action (HT/HR) best handles the recent
lowering in maturity of this normally respon-
sible group. While communication channels are
kept open, structure is maintained by seeing
that new standards are met.
allow group involvement in redefining standards,
but don't take control.
Rationale
(+1) This action may become more appropriate as
the group resumes its previous responsibility.
avoid confrontation by not applying pressure;
leave situation alone.
Rationale
(-1) This "hands-off" action (LR/LT) will only in-
crease the probability that this behavior will
continue in the future.
redefine standards and supervise carefully.
Rationale
(-2) This action (HT/LR) would be inappropriate
because of the maturity level of the group.
While some structure must be initiated, this
action appears to be too drastic for a group
usually able to take responsibility.
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SITUATION #11
The leader has been promoted to a new position.
The previous administrator was uninvolved in the affairs
of the group. The group has adequately handled its tasks
and direction. Group inter-relations are good.
Diagnosis
The previous administrator left the group alone.
Members responded with moderate to high maturity as average
output and good intervening variables, reveal. The new
leader's best bet is to continue to let the group structure
much of its own activities, but provide for some focus on
improving what is now adequate output. It is also necessary
to open up communication channels to establish the position
of the leader and gain rapport with this group. As trust
and commitment are developed, movement toward leaving the
group more on its own again becomes appropriate.
Alternative Actions
The leader would
. . .
B. involve subordinates in decision-making and reinforce
good contributions.
Rationale
(+2) This action (HR/LT) best allows the group to
derive its own solution to the problem but
does not turn this responsibility over to mem-
bers completely. While communication channels
are kept open, some structure is provided by
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bringing the group together and focusing on
increasing productivity,
continue to leave the group alone.
Rationale
(+D This "hands-off" action (LR/LT) may be appro-
priate in working with this relatively mature
group on a day-to-day basis. If, however, the
leader wants to improve the group's handling of
tasks and direction, some additional structure
may be needed.
discuss past performance with group and then examine
the need for new practices.
Rationa le
This action (HT/HR) might be appropriate if
a significant problem develops in the handling
of tasks and direction. At this point, there
is no urgent problem with performance,
take steps to direct subordinates toward working in
a well-defined manner.
Rationale
(-2) This action (HT/LR) would be inappropriate as
the group has demonstrated its ability in
working in a well-defined manner. There is
no significant problem, only a change in
leadership
.
242
SITUATION #12
Recent information indicates some internal diffi-
culties among subordinates. The group has a remarkable
record of accomplishment. Members have effectively main-
tained long-range goals. They have worked in harmony for
the past year. All are well qualified for the task.
Diagnosis
The group is high in maturity, as can be seen from
its record of accomplishment and ability to maintain long-
term goals. The leader's best bet in the short run will be
to let group members solve their own problem: however, if
the difficulties continue or intensify, alternative leader-
ship styles could be considered.
Alternative Actions
The leader would
. . .
B. allow group members to work it out themselves.
Rationale
(+2) This action (LR/LT) best allows the group to
derive its own solution to the problem and
maintain independence.
D. participate in problem discussion while providing
support for subordinates
.
Rationale
(+1) For the leader to make a HR/LT intervention
now would tend to build dependency on the
leader any time there were interpersonal problems
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within the group. It would become an appro-
priate intervention if the problem persists
or intensifies since it involves interpersonal
relationships
.
A. try out solution with subordinates and examine the
need for new practices.
Rationale
(-1) This action (HT/HR) is not appropriate at this
time since the group has the maturity to solve
the problem.
C. act quickly and firmly to correct and redirect.
Rationale
( 2) This action (HT/LR) would be too abrupt with
such a mature group. The problem is one of
interpersonal relationships, not direction
and task accomplishment.
Value of the LEAD Inventory
It is hoped that by scoring the LEAD-Self and
studying the theoretical frameworks from which it was de-
veloped that you would gain some insight into your percep-
tion of how you behave as a leader and be able to integrate
that perception into a situational leadership framework.
It is worth re-emphasizing though, that while it is useful
for you to have insight about your leadership style, it
seems more important that you know how consistent that per-
ception is with how your behavior is perceived by others.
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The closer and closer to reality a leader's percep
tion is to the perception of others, i. e
.
, subordinates,
superior (s) and associates (peers), the higher the proba-
bility that the leader will be able to cope effectively
with that reality. Thus, while LEAD-Self scores are in-
teresting m themselves, combined with LEAD-Other scores
they become powerful data which can have a significant
impact on the leader and the individual or group he or she
is attempting to lead.
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CHAPTER V I
SUMMARY AND RECOMMENDATIONS
Summary
The purpose of this dissertation was two-fold in
nature. First of all, it was to present the evolution and
status of Situational Leadership Theory— an applied behavioral
science theory developed by the author to help practicing
managers and administrators determine what leadership
style is appropriate at what time. This theory is an out-
growth of earlier leadership models that were based on two
kinds of behavior central to the concept of leadership
style: task behavior and relationship behavior. Situational
Leadership Theory (formerly known as Life Cycle Theory of
Leadership) is based upon an interplay between (1) the
amount of direction (task behavior) a leader gives, (2) the
amount of socio-emot ional support (relationship behavior) a
leader provides, and (3) the "maturity" level that followers
exhibit on a specific task.
Task Behavior is the extent to which a leader engages
in one-way communication by explaining what each subordinate
is to do as well as when, where and how tasks are to be
accomplished. Relationship Behavior is the extent to which
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leader engages m two-way communication by providing socio-
emotional support, "psychological strokes," and facilitating
behaviors. Maturity is defined in Situational Leadership
Theory as the capacity to set high but attainable goals
(achievement-motivation)
, willingness and ability to take
responsibility, and education and/or experience of an indi-
vidual or a group. These variables of maturity should be
considered only in relation to a specific task to be per-
formed. That is to say, an individual or a group is not
mature or immature in any total sense. People tend to have
varying degrees of maturity depending on the specific task,
function, or objective that a leader is attempting to ac-
complish through their efforts.
According to Situational Leadership Theory there
are four different maturity levels which may describe people
in terms of accomplishing a specific task, all of which re-
quire a different leadership style.
1. Low Follower Maturity— at this maturity level, people
tend to lack both motivation ("willingness")
,
and
competence ("ability") to do a particular task. Thus
the leadership style with the highest probability of
success in this situation would be high task/low
relationship behavior; that is, leaders working with
people at this maturity level must define their role
and direct them as to what, how, when, and where to
do the task. This is sometimes called the "telling"
style
.
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E°W t0 Mode^ Follower Maturity
-at this maturity
level people tend to have the motivation to do a
particular task but lack the ability. Thus, the
leadership style that appears to be most appropriate
m thls situation would be high task/high relation-
ship behavior; that is, leaders working with people
at this maturity level must still provide most of
the direction (because of the follower(s) lack of
ability in the area), but now can attempt through
two-way communication and socio-emotional support
(because of the demonstrated motivation) to get the
follower (s) to psychologically buy into decisions
that have to be made and directions that must be
given. This is sometimes called the "selling" style.
Moderate to High Follower Maturity— at this maturity
level people tend to have the ability to do a parti-
cular task but seem to lack the motivation. Thus,
the initial leadership style that tends to be most
effective in this situation would be high relation-
ship/low task behavior; that is leaders working with
people at this maturity level need not provide much
initial direction (because the follower(s) ability in
the area) but should share in decision-making through
two-way communication and much facilitating behavior
to release the blocked motivation. This style is
sometimes called the "participating" style.
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4. High Follower Maturity
--at this maturity level
people tend to have both motivation and ability
to do a particular task. Thus, the leadership
style with the highest probability of success in
this situation would be low relationship/low task
behavior; that is, leaders working with people at
this maturity level should demonstrate their con-
fidence and trust in them by providing opportuni-
ties for them to "run their own show." This is
sometimes called the "delegating" style.
The second purpose of this dissertation was to attempt
to show how Situational Leadership Theory can be used in a
practical sense by managers to help develop their people
(human resources) in on-going organizations. This was done
through specific practical examples of the use of Situational
Leadership Theory and the presentation and interpretation of
the Leader Effectiveness and Adaptability Description (LEAD)—
an instrument developed by the author and colleagues for use
in training practitioners in Situational Leadership Theory.
This instrument measures (a) leadership style, (b) style range,
and (c) style adaptability.
Thus, this was not an experimental or research disser-
tation. Instead it combined an historical and theoretical
presentation with some practical applications. In essence,
this dissertation represents as complete a statement as is
available of the most significant work that this author has
done or contributed to the field of organizational development
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and applied behavioral science during his over twenty years
of experience as a trainer, consultant and teacher of managers
in hundreds of business, educational, military and political
organizations
.
Since the purpose of this dissertation was two-fold,
it consisted of several aspects: (1) a review of the histor-
ical development of a situational approach to leadership from
the scientific management movement of the early 1900 's through
the most recent applied behavioral science theory and research
(Chapter II)
; (2) a detailed explanation of Situational
Leadership Theory (Chapter III); (3) an extensive discussion
of how Situational Leadership Theory can be used by practi-
tioners in their efforts to develop their human resources
(Chapter IV)
; (4) an opportunity for the reader to complete
the LEAD Instrument and receive feedback on what his or her
score means in terms of Situational Leadership Theory and
specific training needs (Chaper V)
; (5) recommendations for
research to test both the applicability and use of Situational
Leadership Theory and the LEAD Instrument in the "real world"
(Chapter VI)
.
Recommendations
This dissertation was an historical and theoretical
presentation of Situational Leadership Theory and its practi-
cal application for managers in the "real world." While
this was an important first step, the author feels it is
appropriate at this time to make some specific recommenda-
tions about the kind of research that needs to be done to
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test Situational Leadership Theory in general and the LEAD
Instrument in particular.
Situational Leadership Theory
Situational Leadership Theory, while seemingly to
have considerable "face" validity in terms of practitioners
saying that it does give them some helpful handles to deter-
mine what they should do in what situations, has only in
recent years begun to be studied to any great extent.
David J. Ducharme, 1 in one of the first studies in-
volving Situational Leadership Theory, examined the relation-
ship between maturity level and leader behavior preference
among 572 urban, elementary school teachers in Toronto,
Canada. In his study, maturity was conceptualized in three
dimensions: achievement motivation, independence, and respon-
sibility. Leader behavior was conceptualized in two dimen-
sions: task-orientation and relationships-orientation
.
2
Ducharme found no relationship between maturity level and
task-oriented leader behavior preference among elementary
school teachers. There was, however, a direct relationship
between maturity level and relationships oriented behavior
when the independence dimension of maturity was not included.
The data indicated no relation between leader behavior pre-
ference and others variables such as length of teaching
experience, certification level, education level, age, sex,
responsibility position, and staff size. He recommended
that further examination of the maturity-leader behavior
relationship take place, using only one dimension of maturity
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before examining the relationship when several dimensions
are used to compose maturity.
Mary J. Smith 3 examined the interaction between
perceived leader behavior and follower maturity as they re-
late to effectiveness in eight urban elementary schools.
In this study, maturity was defined as consisting of two
dimensions— time competence (concerned about present working
goals) and inner-directed support or independence— but was
treated as a single dimension variable with only one of the
dimensions being examined at a given time. Effectiveness
was considered to encompass two broad dimensions each of
which was further subdivided as follows: (1) end result
variables, comprised of total reading achievement scores
from kindergarten through grade six and scores of students
in a newly implemented Diagnostic-Prescriptive-Individualized
Reading Program; and (2) intervening variables, comprised
of student attitudes about school and teacher job satisfac-
tion. Three research instruments were used: the Leader
Behavior Description Questionnaire, 4 the Personnel Orienta-
tion Inventory 5 (to determine follower maturity) and a
Demographic Data Sheet (to identify other situational vari-
ables). Data for measuring effectiveness was provided by
the school system.
Smith found that when the time competent dimension
of maturity was examined, the data indicated a significant
(p<.05) positive correlation between: (1) effectiveness
and high task-oriented, low relationships-oriented leader
253
behavior when the followers were of below average maturity;
and (2) effectiveness and either high or low task-oriented,
high relationships
-oriented leader behavior when the follow-
ers were of average maturity. No significant correlations
of the suggested interaction and effectiveness were evident
when the independence dimension of maturity was examined.
Unavailability of appropraite leader/ follower group elimin-
ated tests of the interaction between perceived low-task
oriented, low relationships-oriented leader behavior and
followers of above average maturity.
Professors John Stinson and Thomas Johnson of the
Center for Leadership Studies at Ohio University have been
pursuing a line of leadership research based on the Situa-
tional Leadership Model and influenced by House's Path-Goal
Theory of Leadership. Early tests of the Path-Goal Theory 6
concentrated on the task characteristics of the follower's
jobs as moderators of leadership effectiveness. House
reported research indicating that high levels of leader
relationship behavior were appropriate if followers were per-
forming highly structured tasks and high levels of leader
task behavior were appropriate if followers were performing
highly unstructured tasks.
Stinson and Johnson 7 attempted to replicate House's
results using different types of samples. They obtained
results consistent with House's concerning relationship be-
havior. Their results concerning task behavior, however,
were directly counter to House's; a high level of task
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behavior was more appropriate for followers with highly
structured tasks. The differences in the results were
explained on the basis of the characteristics of the differ-
ent samples.
The differing results with different types of sample
led Stinson and Johnson to propose that it was not fruitful
to consider follower task characteristics in isolation.
Rather, they proposed that task characteristics and personal
characteristics of the followers should be considered to-
gether. The critical factor was not just task structure, but
between the person and his task, a concept growing
out of the concept of maturity.
Their ongoing research is focusing on person-task
fit and the moderating effects of this fit on leader effec-
tiveness. Early results® indicate that personal character-
istics do moderate an individuals ' s reaction to this task.
For example, task complexity is strongly related to satis-
faction for both high need achievers and high need affil-
iators. There are no relationships for individuals with
weak needs for achievement and weak needs for affiliation.
Using this, they have developed classifications of
good and poor person- task fit. Poor fits are, for example,
individuals with strong needs for achievement working on
highly structured tasks and individuals with strong affil-
iation needs working on highly structured tasks.
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Preliminary results indicate that person-task fit
does function as a moderator of leader effectiveness. For
followers with poor person-task fits, a leader behavior
style incorporating high relationship behavior is appro-
priate. High levels of relationship behavior are not needed
if followers have good person-task fits. Further, there is
some indication that leader task behavior is also more im-
portant if followers have a poor person- task fit.
These findings should be interpreted as highly ten-
tative at this time. There has not yet been sufficient
testing of the concept. Studies are ongoing, however, in
a variety of organizational settings (industry, utilities,
mining, etc.) to provide additional evidence.
The author and two colleagues in Brazil, Arrigo L.
Angelini and Sofia Caracushansky^ conducted a study applying
Situational Leadership Theory to teaching. In this study,
an attempt was made to compare the learning effectiveness
scores between: (a) students who attended a course where a
conventional teacher-students relationship prevailed (control
subgroups)
,
and (b) students who attended a course where
Situational Leadership Theory was applied by the same teacher
(experimental subgroups). In the control group classes,
lectures prevailed, but group discussions, audiovisual aids
and other participative resources were also used. In the
experimental classes, the maturity level of students (will-
ingness and ability to direct their own learning and provide
their own reinforcement) was developed over time by a
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systematic shift in teaching style. The teacher's style
started at SI (high task/low relationship— teacher in front
of the class lecturing) then moved to S2 (high task/high
relationship behavior
—
group discussions in a circular
design with the teacher directing the conversation), then
to S3 (high relationship/low task— group discussions with
the teacher participating as a supportive but non-directive
group member)
,
and finally moved to S4 (low relationship/
low task— the group continues to discuss with the teacher
only involved when asked by the class). The development of
student maturity was a slow process with at first, gradual
decreases in teacher direction and increases in teacher
encouragement. As the students demonstrated their ability
not only to assume more and more responsibility for directing
their own learning but also to provide their own reinforce-
ment (self-gratification)
,
decreases in teacher socio-
emotional support accompanied continual decreases in teacher
direction
.
In two experiments with this design, the experimental
classes showed not only higher performance on content exams
but were also observed to have a higher level of enthusiasm,
morale and motivation as well as less tardiness and absen-
teeism.
The studies mentioned above are only a first step
in research on Situational Leadership Theory. Based on this
preliminary work and discussions with numerous practitioners
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and researchers the author would recommend the followins
areas for further research.
Maturity—While Ducharme and Smith did some pre-liminary work on the maturity dimension much morework has to be done on this key concept. The
author makes an attempt to operationalize the con-
5
ePt^n differentiating between job maturity(ability/competence) and psychological maturity(motivation/ self-reinforcement ) , but it still
needs to be clearer. More specifically, what is
maturity, how do you measure it? Since this is
the key concept around which Situational Leader-
ship Theory was developed, these questions must
be clearly answered.
Flexibility / Adaptability— a basic concept in
Situational Leadership Theory is that to be effec-
tive in a variety of situations, leaders must be
flexible enough to be able to change their style
to meet the needs of a specific situation. Adapt-
ability means that they are not only able to change
their style but are able to change it appropriately.
Research needs to be done to indicate that flexi-
bility/adaptability has a positive influence on
leader effectiveness.
3. Evaluation of Training— extensive training using
Situational Leadership Theory is being done. While
feedback from short attitudinal instruments have
been very positive, more sophisticated research
needs to be done to study the effects of the
training. In these training sessions we are not
only interested in knowledge and attitudinal changes
in participants but more importantly in behavioral
changes over time. Are people who experience the
training more effective after it in terms of their
own perceptions and the perceptions of those with
whom they work? Does any behavioral changes occur
right after training, three months or six months
after training, etc. Ways to measure behavioral
changes, if any, need to be found.
4. Developmental Approach to Training— the author's
work with Angeline and Caracushansky was a first
effort to examine the impact of teaching/ training
using the developmental approach of Situational
Leadership Theory. More work needs to be done here.
In particular, how does one diagnose where a group/
individual is in their development? What is the
effect of gradually moving them from one maturity
level to another by changing leadership/ teaching
style?
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Instrumentation
While some general studies of Situational Leadership
Theory have been done, significant research cannot occur
until well-constructed validated instruments are developed
to test the theory. Work on improving the LEAD and the
development of an instrument (s) to measure maturity seem
like two important initial steps.
Leader Effectiveness and Adaptability Description (LEAD )
The LEAD instrument was not developed initially for
research purposes but to help teach and train managers in
Situational Leadership Theory. As a result, although the
author has gathered extensive data from the LEAD (the basis
for the LEAD profile discussion in Chapter V), research using
the LEAD is limited.
In the early stages of the development of the LEAD
(at that time known as the Leader Adaptability and Style
Inventory— LASI)
,
Lee G. Peters 10 conducted a study of some
aspects of leader style, adaptability, and effectiveness
among western Massachusetts school principals. Studying
seventeen principals and their staffs, Peters used three
instruments: (1) the Leader Opinion Questionnaire (LOQ)
—
self-scored by the principal) and the Leader Behavior
Description Questionnaire (LBDQ— completed by staff members
in terms of their perceptions of principal behavior) to
measure Initiating Structure (task behavior) and Consideration
(relationship behavior) ; (2) the LASI to measure leadership
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style (task behavior vs. relationship behavior), style range
(flexibility) and style adaptability; (3) Principal's Ef-
fectiveness Rating Form, developed by a panel of experts,
to provide an effectiveness rating for all participating
principals. In terms of the LASI instrument and the ef-
fectiveness score, Peters found there was not a significant
difference between the staff perceived mean variance of
principal's leader behavior (flexibility) or between the
mean of the staff perceived principal's adaptability scores
of those principals with an above the norm rating on the
effectiveness scale and those principals with a below the
norm rating on the effectiveness scale as perceived by their
Superintendents. A significant difference, particularly
for adaptability scores, would have been predicted by
Situational Leadership Theory for the perceived effective
vs. ineffective principals. Yet as Peters points out,
even if that had occurred, he could not have been able to
generalize about the findings since both the LASI and the
Principal Effectiveness Rating Scale had not been validated
or proven reliable.
Brian Smith and Nancy McDonald 11 conducted a study
of the relationship between birth order and leadership style
and effectiveness as measured by the LEAD among 147 randomly
selected students from Concordia University, Montreal,
Canada. The effectiveness (adaptability) and dominant style
scores were correlated with the individual's birth ordinal.
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Three groups were used, first, middle and last born. This
study attempted to show later borns are more effective
leaders as well as supporting the findings of Chemers 12
and Hardy, 13 that first born are more task-oriented and later
borns are more relationship oriented.
As they predicted, Smith and McDonald found that
last and middle born scored significantly higher in effec-
tiveness than first born. It was also found that first
born subjects were more authority-oriented (task) and
middle and last born were more socially-oriented (relation-
ship)
. Finding a positive relationship between the findings
of this study using the LEAD instrument and earlier research
on birth order and leadership style is a first step in
establishing the construct validity of the LEAD.
As can be seen, these two studies do not even "scratch
the surface" in terms of the kind of research that can and
should be done in terms of the LEAD instrument. As a result,
the author would recommend the following areas for further
research
.
1. Validity—While the LEAD instrument has proved help-
ful to practitioners in training sessions, consider-
ably more effort is needed to establish the con-
struct validity of the instrument to ensure that the
various scores (style, style range [flexibility]
and adaptability [effectiveness]) serve their in-
tended uses. Construct validation studies will
reveal areas of weakness in the instrument and sug-
gest areas for improvement. For example, validation
studies need to be done to determine if the effective-
ness score on the LEAD correlates with other measures
of effectiveness on the job, i.e. , Are managers who
have a high effectiveness score (adaptability) on
the LEAD also seen by others as more effective on.
the job? At the present time work along these lines
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i
-/n VZgreSS , at the Scho°l of Education, Univer-sity of Massachusetts. Specifically, Tom andMaryse Raynor, under the guidance of Kenneth H.Blanchard and Ronald K. Hambleton, are conducting
extensive validation studies aimed at validating
the instrument and investigating the usefulness of
^-Oe instrument in a variety of applied settings.
Additional Forms of the LEAD—At present there
is only one form of the LEAD- Self and LEAD-Other
and its language is geared toward an industrial
audience. Some situationally specific versions,
if developed, could be helpful for administering
the LEAD to various groups, i.e.
,
school adminis-
trators, teachers, parents, etc. For example, at
present Blanchard, Hambleton and Daniel Eignor at
the School of Education, University of Massachusetts
are working on a LEAD designed specifically for
school administrators.
In order to more effectively assess the impact of
training on knowledge and behavior, it is essential
that a second form of the LEAD be developed. Having
at a minimum, a LEAD -Form A and Form B, will enable
better pre- and post-testing to occur. Any additional
form of the LEAD should be matched as closely in
content and difficulty to the present instrument.
In addition to their validation studies, the Raynors
are working on additional forms of the LEAD.
Maturity
As mentioned earlier, the concept of maturity is
fundamental to Situational Leadership Theory and its use by
practitioners. As a result, the definition of maturity pre-
sented in this dissertation must be examined closely to see
that it is operational. Once there is agreement on an appro-
priate definition of the concept, instruments to measure the
concept must be developed and validated. Without the develop-
ment of instruments to measure maturity, significant research
on Situational Leadership Theory will not be possible.
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In summary, further research on this dissertation
should be organized around three categories: (1) validation
of the LEAD and the development of additional forms; (2) final
operationalization of the maturity concept and the development
of validated instrument (s) to measure it; and (3) studies
aimed at testing specific aspects of Situational Leadership
Theory
.
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